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CHAPTER 1 



INTRODUCTION 



1.1 The Working Party was set up by the Commission at its meeting on 21 
January 1983. The terms of reference were: — 

“to examine the Area Museum Councils and make recommendations”. 

1.2 During the 17 months which followed the Working Party held eleven 
formal meetings, as well as two special ones, with directors of the Nine Area 
Museum Councils, and the directors of the major local authority or university 
museums. Members of the Working Party also visited each Area Council for 
discussions with their Chairmen and other officers and staff, and visited a 
number of museums and other organisations. Invitations were sent to all 
museum members of Area Councils to come to one of a series of 14 meetings 
in different parts of the country ranging from Inverness to Plymouth so that 
we could assess the views of clients and question them directly. A total of 315 
museum directors and curators attended these meetings, and we would like to 
take this opportunity to thank them for their contributions, as well as the 
many other people and organisations who took the trouble to submit written 
evidence. Finally we would particularly like to thank the Chairman and 
Directors of the Area Museum Councils for the care and courtesy that they 
showed in preparing submissions, organising our visits, and answering our 
questions. 

1.3 The topics covered in this report range over a wide field, not only geo- 
graphically, but in terms of subject matter, and in the types of organisation 
involved. Although recommendations were made relating to Area Councils in 
the Commission’s 10th report (1977) and in the Framework Report (1978), a 
great deal has changed since the then Standing Commission last reported on 
the subject in 1967. Area Councils have effectively “come of age” during the 
last few years and there are now few aspects of museum life where their influ- 
ence is not felt, at least to some extent. Indeed, some are heard to say that their 
influence is now too great, though none deny their effectiveness or the need 
for them. 

1 .4 One feature in particular now stands out and makes their review timely, 
and that is the diversity that has grown up between the different Area Councils 
in the way they have developed and carry out their work. This may also 
account for the fact that much of the evidence we have received is in some 
aspects contradictory, and that considerable differences of opinion have been 
expressed on the subject by people working in different branches of the 
museum profession. It became clear at an early stage that many of our rec- 
ommendations will not apply equally to all Area Councils. But certain 
common themes do prevail and we believe that a rather greater degree of uni- 
formity in some respects should now be encouraged in order that Area 
Museum Councils may become still more effective. Many of our recommen- 
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dations, particularly those on constitutional and financial matters, are inter- 
related and it is important that these be considered as a package. 

1 .5 The five chapters which follow consider various aspects of Area Council 
activity in detail and contain recommendations. The penultimate chapter 
briefly discusses the work of each Area Council individually. More detailed 
information on them is contained in the appendices. In the final chapter we 
draw some general conclusions and have summarised our main recommen- 
dations. 

1.6 We have not considered the subject of travelling exhibitions in as much 
detail here as we would otherwise have done as the Commission has recently 
reported on this (1). It is nevertheless a very important subject and our own 
findings bear out those of the earlier Working Party. We urge the Government 
to provide some funds so that a start may be made with the implementation 
of these recommendations. Nor have we considered the particular needs of 
Northern Ireland here as this has also been the subject of a recent report (2), 
but we endorse the recommendation that an Area Council should be set up 
there, and offer our own findings in the hope that those responsible in the 
province will be able to benefit from experiences on this side of St. Georges 
Channel. 



(1) Museum Travelling Exhibitions HMSO 1983. ISBN 0 11 290420 3 

(2) Review of Museums in Northern Ireland HMSO 1983. ISBN 0 11 290424 6 
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CHAPTER 2 



BACKGROUND AND HISTORY 



‘‘Area Museum Services are the most important and worthwhile 
development that the museum profession has enjoyed in its 
history. ” 

2.1 The quotations which preface various parts of this report are taken from 
evidence we received. Not all of them are as complimentary as the one repro- 
duced above, but members of the Working Party were left in no doubt that 
their task — a pleasant one — was to review what is almost universally regarded, 
as a success story. It is a story which really started just over twenty years ago 
and now describes how England, Scotland and Wales are divided between nine 
Area Museum Councils which together account for the spending of some £5m 
each year on a wide range of work and services for the non-national museums. 
In 1982/83 a total of nearly 2,000 individual projects benefited, ranging from 
the design and refitting of a gallery display in a major museum to the purchase 
of a fire extinguisher for one of the smallest museums in the land. In addition 
about 100 travelling exhibitions were made available for museums and 
galleries at an estimated 430 locations, and a wide range of other activities and 
events were organised. The Government’s contribution towards all this 
activity, channelled through the Museums and Galleries Commission, the 
Scottish Education Department, and the Welsh Office amounted to £2.25m. 
The balance of the cost of these projects -another £2.3m-was provided by 
the local authorities and other organisations responsible for running museums. 

Eleven years ago, in 1973/74 the combined Government expenditure was 
£132,000; in the next five years to 1978/79 it increased tenfold to £1,325,000, 
or nearly fivefold in real terms, and it was during this period that the present 
pattern of Area Council work largely evolved. 

What is an Area Museum Council? 

2.2 There is no universally accepted definition, but essentially it is a 
membership organisation consisting of representatives of museums and the 
organisations which run them, with the objective of helping local museums to 
improve the standards of care for their collections and service to the public. 
This is done by fostering and increasing co-operation, providing common 
services and information, and distributing government funds to approved 
projects. Although Area Councils originated from those local authorities 
which ran museums, independent museums and some universities and a 
number of other types of institution have since sought and gained 
membership, so that today local authorities running museums account for 
only about 30<7o of the total membership. Nevertheless the influence of local 
authorities still predominates and they account for a far higher proportion of 
total expenditure on museums. The London National museums were always 
considered to be outside the scope of Area Councils, although we shall return 
to the relationship of national museums to Area Councils in chapter 6. 
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2.3 Area Councils are not statutory bodies; their provision is the result of 
voluntary agreements by their members. However, with one exception they are 
all now incorporated under the Companies Acts and registered as Charities. 

2.4 The appendices to this report include a map and relevant names and 
addresses as well as more general information. Further details are contained 
in a useful booklet “Area Museum Councils” which is obtainable from any 
of the Area Councils. (It should be noted at this stage that although most of 
the organisations concerned refer to themselves as “Councils”, with the 
exception of Scotland, Wales and the South West the word that appears in 
their everyday titles is “Service”, which usefully underlines the original 
concept. The title of this report includes both words, but for simplicity we 
have referred throughout the text to Area Councils or AMCs). 

2.5 Some historical background 

“About £6m a year is spent on the 20 national museums; we can 
guess at a total expenditure of not more than £4. 5m for the nearly 
900 other museums in the UK”. (Survey of Provincial Museums 
and Galleries - published by the Commission in 1963)* 

If one is to understand how and why Area Councils have developed in the way 
they have, some background knowledge is desirable. Those who wish to find 
out more should look at the article by Stephen Locke in the Summer 1983 
edition of the Museums Journal, which also includes a reference list. The 
creation of AMCs has come about as a result of three separate pressures. First, 
there was the demand for financial support from the government for non- 
national museums. Second, there was a recognition of the need to co-operate 
in the provision of common services for those museums which could not 
afford to work in isolation; and, finally, there was a desire to see museum 
improvements and developments co-ordinated. 



2.6 The first real pressure for government funding for provincial museumst 
started after the First World War when the initial impetus provided by local 
authorities came to an end and some of the voluntarily maintained museums 
began to^ run into difficulties. The pressure led eventually to a Royal 
Commission on the National Museums and (incidentally) the establishment of 
the Standing Commission on Museums and Galleries in 1931, and the 
publication in 1928 of a report on provincial museums by the Carnegie United 
Kingdom Trust. This Trust went on to do sterling work for museums for a 
period of 40 years until 1970. But successive attempts to obtain funding from 
the Government were unfortunate in their timing and thwarted by the 
outbreak of the Second World War, the financial crisis of 1949 and the Suez 
Crisis of 1956. 



* It is estimated that there are now around 2,000 museums in the UK. 

^ purchase grants had in fact been available through the Victoria and 

Albert Museum and the Science Museum since 1881 and 1973. 
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2 7 The idea of voluntary co-operation through a national network of Area 
Councils was first put forward by Dr M. B. Hodge, then Director of Leicester 
Museums, at the Museums Association Conference in 1949. He pointed out 
that under Local Government legislation local authorities were permitted to 
form joint committees and to contribute towards the cost of joint services. He 
suggested that “the larger museums and galleries in the provinces should 
become centres from which specialist advice, exhibitions, and the technical 
treatment of material may be provided for those whose resources are 
inadequate for these purposes”. 

2.8 His ideas were picked up again at the Museums Association Conference 
in Bristol in 1957, as a result of which a first exploratory meeting was held in 
Taunton with representatives of the South Western Group (or Federation) 
chaired by Sir Mortimer Wheeler. In the words of Alex Gumming, who was 
present and who many years later became the first Director of the Area 
Museum Council for the South West, the meeting ended in “disaster” because 
Federation members had looked at the matter “purely from a museums point 
of view and had failed to realise the enormous problems of a political nature” 
which confronted their proposal. There was an unwillingness by local 
authorities to surrender part of their autonomy. A concerted effort was then 
made by museum interests in the south west to sell the idea to local authorities. 
The arguments that were used are still relevant today. The new organisation 
would have to grow from existing museums - there was no point in setting 
something up that had no basis in an active museum. It would have to include 
representatives of local authorities and other bodies who could go back and 
argue for funding for the service. Professional co-operation would also be 
required, and on a generous scale. Finally, and as an inducement to co- 
operate, it was suggested that if such a council could be set up to work in 
collaboration with the (then) Standing Commission it could act as a channel 
for any financial assistance which the Government might provide. In the 
meantime local authorities and others were invited to make voluntary 
contributions and, with the help of generous donations from three charitable 
foundations*, the Regional Museums Council for the South West was 
eventually set up in January 1959. Its terms of reference were to promote 
closer co-operation, to improve technical facilities, to obtain and distribute 
financial assistance, to form a link with the Standing Commission, and to 
endeavour to secure aid from the Government and private bodies. 

2.9 Exactly one year later the Association of Municipal Corporations 
produced a Memorandum of Guidance encouraging local authorities to co- 
operate in the provision of services in other parts of the country. This 
document drew attention to the neglect and deterioration of collections and 
suggested four reasons why local authorities should collaborate; first to make 
better use of the material available through loans and travelling exhibitions; 
second, to arrange for mutual help through advice and assistance, particularly 
in conservation; third, to provide for the exchange of information to avoid 
duplication of effort; and fourth, to enable advice to be given on matters such 



* The Pilgrim, Gulbenkian and Dulverton Trusts 
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as the purchase of material, acceptance of gifts, display, and administrative 
organisation. It was envisaged that a first task would be the completion of a 
survey to discover how far specialist advice was required and what it would 
cost. A fundamental principle runs through the paper; the Area Council 
“should not in any way attempt to supervise or detract from the independent 
powers of the local authorities or other bodies maintaining museums . . . and 
nothing should be done to centralise administration in such a way as to remove 
local responsibilities. The Council should be an advisory body which exists to 
facilitate co-operation between the independent bodies responsible for 
individual museums and collections”. 

2.10 The Memorandum suggested how this philosophy was to be reflected in 
practical terms. In order to carry out the work it was recommended that the 
additional staff that would be needed should be employed by and based at 
museums in the area and under the supervision of the appropriate chief 
officers of the institutions concerned. They would be reimbursed by the Area 
Council. It was not envisaged that Area Councils would need to employ more 
than perhaps one person in an administrative capacity or (at that time) that 
they would become the channel for distributing any government funds. That 
would be the responsibility of “a body similar in character to the University 
Grants Committee”, although it would be open to that body to seek advice 
from the Area Councils. 

2.11 The establishment of the South West Council which had now set up a 
scheme for conservation, was followed in April 1961 by the Midlands Area 
Council. This time, though, instead of seeking voluntary contributions from 
members, local authorities agreed to pay a capitation levy of 12/6d per 
thousand of their population. Like the South West Council which they had 
also helped to fund, the charitable trusts that made contributions regarded the 
Midlands as a pilot scheme, and their support was limited to a three year 
period. 

2.12 Encouraged by the success of the South West, the example of the 
Midlands, and the Association of Municipal Corporations’ Memorandum, 
similar bodies were set up in the North West (November 1961), the North of 
England (May 1962) and Yorkshire (April 1963). The boundaries followed 
closely those of the Regional Federations - independent and autonomous 
bodies which had been set up in the 1920’s and 30’s and were affiliated to the 
Museums Association. In 1963 the Standing Commission published a detailed 
review of provincial museums and galleries and gave further encouragement 
to the concept of Area Councils. Noting that one of the two English Feder- 
ations not yet covered by Area Councils -- the South Midlands ~ presented 
difficulties, and that it and the South East were dominated in parts by 
London, the Commission suggested that a larger unit, embracing both 
Federations, should be set up but be divided into sub-areas for practical 
administration. At that stage it was also suggested that Scotland should be 
divided. In the event the South Eastern Council was established in May 1963 
(based in London) whilst single Councils for Scotland and Wales were formed 
in February 1964 and June 1965. 
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2.13 Since then the boundaries have been somewhat revised. North 
Staffordshire was transferred from the North West to the Midlands, 
Cumberland (now part of Cumbria) was transferred from the North to the 
North West, whilst Monmouthshire (now Gwent and originally part of the 
South West Federation) was transferred to Wales. Other minor changes took 
place at local government reorganisation in 1974. However the most recent 
and significant change was the decision, implemented in April 1981, to split 
the Midlands to form separate West Midlands and East Midlands Areas. There 
are now nine Area Councils, and proposals to set up a tenth for Northern 
Ireland. The Isle of Man and the Channel Isles, which have their own tax 
systems, have formed links with the North West and South East respectively. 



2.14 The Standing Commission report of 1963 also returned to the question 
of central government support for provincial museums. It pointed out that the 
three year period during which help for Area Councils had been provided by 
charitable trusts was coming to an end, and suggested that a total of £100,000 
should eventually be made available to be divided between the Area Councils. 
This would enable them to set up suitable schemes (in the expectation that 
these would eventually become self-financing through charges and 
contributions), and to pay up to half of what was raised locally towards the 
cost of maintaining free or subsidised services to the poorer museums who 
could not afford to pay charges. 



2.15 The Government’s immediate response was to include up to £10,000 in 
its estimates for 1963/64, to be allocated between the Area Councils on the rec- 
ommendation of the Standing Commission. But this system proved difficult 
to operate and restricted developments so that in neither of the first two years 
was the Government allocation fully claimed. Many of the schemes tended to 
involve a high proportion of advice, research and investigation which it was 
not possible to cover by reasonable fees, and it became clear that there would 
be a continuing need for subsidy, not only in respect of work for the poorer 
museums, but throughout the service. This inhibited the Area Councils from 
embarking on new schemes. Nor was it easy to define “a poorer museum” or 
to apply uniform practices when making the necessary financial calculations. 



2.16 After further discussions the Government agreed to change and extend 
the system in 1966/67 so that, within the limits of its grants, up to one half 
of the gross expenditure (rather than the net deficit) of each Area Council 
could be reimbursed each year. Details were set out in a Treasury 
Memorandum of July 1966 which stated that: 

“ . . .grants will be made to local museum and gallery authorities operating 
through Area Councils, towards the cost of setting up and running co- 
operative schemes which are designed to make essential museum services 
available to the institutions of the area generally and for the benefit 
particularly of those institutions whose needs are intermittent and would 
not justify them in attempting individually to provide the services for 
themselves”. 
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These guidelines, which have since been revised, set out the basic ways in 
which Area Councils were allowed to spend Government money. As has been 
mentioned earlier, this funding was maintained with very gradual increases 
until 1974 when, over a period of five years, it was multiplied tenfold. It was 
during this period that the present character of Area Councils was established. 

2.17 This history has traced how the moves to encourage co-operation 
between museums and the pressure to secure government funding both 
culminated in the establishment of Area Councils. The other reason for 
encouraging their formation was the desire to see better co-ordination and 
planning by those responsible for setting up and running museums. The 
Association of Municipal Corporations’ Memorandum of Guidance referred 
to the need for a survey to see how far services were required and hinted at 
the transfer of collections, but it was understandably keen that Area Councils 
should not attempt to detract from the powers of museum authorities, and 
should be “merely the means of co-operation between existing authorities”. 
The subject of planning and co-ordinating was tackled far more directly by the 
Standing Commission in its 1963 Survey of Provincial Museums and in its 
1967 Report on Area Museum Councils. Whilst schemes for the preservation 
and conservation of museum objects and works of art, and the exchange of 
information and advice on these topics, were regarded as the most obvious and 
urgently needed services, the Standing Commission also saw Area Councils 
helping to plan and co-ordinate museum services. This could be done by 
liaison with government agencies and statutory bodies, with Area Councils 
providing a forum for such discussions. More specifically the Commission 
suggested that Area Councils should provide the forum for “reviewing the 
provision of museums in their area and to prepare a co-ordinated scheme for 
improvements and developments”. Their advice, it was suggested, should also 
be available to central authorities “both about those museums in their area 
which, without drastic reorganisation, do not justify the expenditure of public 
money, and about the provision of new museums where a need has shown 
itself”. 

2.18 The provision and execution of advice on co-ordination and longer term 
regional planning has been somewhat neglected by Area Councils. It is a 
difficult subject and to some extent contradicts some of the original ideas 
whereby Area Councils would simply fulfill a passive role and respect the 
autonomy of individual museums. We return to this topic later. 

Area Councils today 

“The job is not complete, but looking back to 1959 there has been 

a marked and considerable improvement across the country. ” 

2.19 The formative years which led up to the 1966/67 Treasury 
Memorandum were followed by a gradual period of consolidation. During this 
time priority was given to the needs of conservation, which revealed still more 
clearly the acute shortage of suitably qualified people to carry out such work. 
As a result some training posts were set up. The provision of exhibitions and 
assistance with design work were the two other main activities. In 1968 the 
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North West Area became the first to appoint a director; the others made 
similar appointments during the next few years. Following the publication in 
1973 of the DES’s own report on Provincial Museums and Galleries (the 
Wright Report)*, the Government announced its intention to increase Area 
Council funding substantially. During this period of expansion schemes were 
extended in their scope and a greater emphasis was inevitably placed on the 
distribution of funds to individual projects. In 1976/77 the Treasury 
Memorandum was revised by the Commission to give greater flexibility. The 
main fields in which Area Councils are precluded from helping today are 
contributions towards general running costs or maintenance, major structural 
work, or block grants for unspecified purposes. Unlike their Scottish and 
Welsh counterparts, the English Area Councils are only permitted to offset 
half of their own administrative overheads against the Government’s 
contribution. As a result they levy a service charge or give a lower 
proportionate grant to cover the balance of these costs. 

2.20 The original framework within which the Area Councils were set up has 
been modified in a number of other ways. As the scale of services provided 
expanded it became increasingly difficult for some of the larger museums to 
provide the staff time and facilities that were needed. They too were under 
financial pressures and not expanding as quickly as the Area Councils. There 
were administrative difficulties too and AMCs started to set up office 
accommodation of their own. Today only three of them have their offices in 
a museum complex, and at an early date the Yorkshire Council took over part 
of Farnley Hall in Leeds to house its office as well as conservation workshops. 
The Yorkshire conservators were later transferred back to museums, but 
several other Area Councils now run parts or all of their own technical and 
conservation facilities as a unit independent of any museum. Increasingly they 
are also taking on expert staff to offer curatorial and other advice and 
reducing their reliance on in-post museum staff, although most Councils still 
operate some form of advisory panels drawn from museum professionals in 
their area. 

2.21 Another development has been the great increase in the establishment 
of new museums, mainly in the independent sector. Many of these are 
extremely spiall. The term “museum” has been interpreted differently and 
increasingly widely in various parts of the country. The result of this is that 
whilst the system was developed from local authorities and the constitutions 
of Area Councils still reflect this fact, the various other categories of 
museums - mainly independent, military and university - actually constitute 
the majority or some 60% of all AMC members. In some areas the proportion 
is over two thirds. 

2.22 It is clear from the evidence we received that the development of Area 
Councils has done much towards transforming the world of non-national 
museums and galleries. We even heard some complaints that Area Councils 
had become too powerful and were in danger of setting themselves up as a tier 

* Provincial Museums and Galleries. HMSO 1973 ISBN 11 270344 5 
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of authority above the museums they were set up to serve. The evolution of 
a Committee of the Chairmen of Area Museum Councils, and the increasingly 
close relation between that Committee, the AMC Directors and the 
Commission were instanced as examples of this. The links were strengthened 
when in 1982 the Government transferred from the OAL to the Commission 
responsibility for allocating the Government funds to the Area Councils. The 
AMCs in turn are often asked to supply the Commission with information and 
are involved in helping the Commission in various ways. The relationship 
between the Commission, the Area Councils and their clients does need to be 
reconsidered and is discussed again later. 



2.23 One of the principal points raised in evidence was the diversity that has 
grown up between Area Councils and the ways in which they operate. When 
they were new and small in scale this did not particularly matter; indeed the 
Commission’s last full report on Area Councils in 1967 expressed gratification 
that the method of funding had allowed them to develop in different ways in 
reference to local circumstances. However, the sums of money were far 
smaller in real terms then, and the scope for activity was far more restricted: 
it does seem to us now that some rationalisation is needed. 



2.24 Some examples will illustrate this diversity. In Scotland a successful 
applicant may expect to receive 50% of the cost of the project concerned. In 
the South East the rule is 40%. Most areas offer around 43% but some are 
prepared exceptionally to offer 100% for minor works. A District Council 
running a museum in Scotland pays a subscription of £3 per thousand 
population whilst in Wales the figure is £1.25. The South West does not charge 
subscriptions at all although it does seek voluntary contributions. Applications 
for aid are considered in different ways - by an advisory panel of professional 
experts, by a committee of local authority members, or by the Director of the 
Area Council in isolation. Some directors have discretion to allocate a limited 
amount. Standard fees for similar exhibitions vary considerably. Even 
applications for membership are judged on different criteria in different 
regions. 



2.25 In some areas once a project is approved for support the client places 
the order, and then sends a copy of the eventual invoice to the Area Council 
which returns a cheque for its contribution. In other areas the Area Council 
insists on placing the order itself in its own name and eventually sends an 
invoice to the client who sends the Area Council a cheque for the net cost of 
the project. Until recently the South West asked clients to send in a cheque for 
the net cost of the project in advance, then placed the order on the client’s 
behalf and paid the bill itself. Staffing levels vary from 2 to 31 depending upon 
whether conservation and other work is done “in house” or by the AMC’s 
own staff based in museums, or by placing contracts with outside agencies. In 
some areas the use of independent firms to carry out work is encouraged ~ in 
other areas we were told of it being actively discouraged and of aid not being 
available unless the Area Council’s own staff were used. 
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Our approach to the problem 

2.26 Having traced the roots and history of AMCs, it is now necessary to 
define some fundamental principles before moving on to suggest reforms. 
Area Councils originated in local authority museums. Today the membership 
is far broader and includes many other categories. Today’s structure should 
reflect this. They were set up to service museums and in doing so to draw upon 
the experience and goodwill of those working in museums - not to act as a tier 
of higher authority. Inevitably they must be able to reflect the needs and 
character of differing local circumstances, but museums in certain parts of the 
country should not be at a disadvantage compared to others on account of the 
policy or standard of service given by the Area Council concerned. They arose 
independently of government and are autonomous bodies. But the rapid 
growth of government funding in recent years has to some extent affected their 
method of operation and modified their autonomy. 

2.27 The Commission, the Scottish Education Department and the Welsh 
Office do have a responsibility to safeguard the taxpayer’s interest. It has been 
suggested in some quarters that the Commission might move in the direction 
of further and more formalised control over Area Councils, particularly as its 
own terms of reference and responsibilities are extended. The logical extension 
of this would be for the Commission to take over the Area Councils (at least 
in England) and run them as branches of its own organisation. Members of 
the Working Party were unanimous that this would not be right. We urge all 
the funding agencies to respect the autonomy of Area Councils and the auton- 
omy of their members, and to remember the original idea of AMCs as service 
organisations, working on behalf of their members. Our recommendations, 
including any constraints or controls we have seen fit to suggest, are designed 
primarily to help museums and galleries receive a better service. Those 
additional controls that we have recommended the Museums and Galleries 
Commission to adopt are, we believe, the minimum necessary to safeguard 
and monitor the spending of public money. 

2.28 The Commission’s position as the principal funding body, at least in 
England, inevitably puts it in a powerful position, but we believe that it should 
use its influence to persuade and not to direct or impose. The true masters of 
the Area Councils are the museum governing bodies who constitute the 
membership and whose efforts set them up in the first place. Without the 2,000 
museums up and down the country there would be no Area Councils, and, 
come to that, no Commission either. 
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CHAPTER 3 



THE SERVICES PROVIDED 



3.1 In this chapter we consider the various types of work or services provided 
by Area Councils. The pattern and level of provision varies between the differ- 
ent areas, and chapter 7 contains some more specific comments relating to 
individual areas. The financial aspects are also considered in more detail in 
chapter 5. 



Conservation 

“Conservation services are at the core of our work, but we are only 
able to scratch the surface of the conservation needs of museums 
in this area. To begin to make serious inroads on the problem 
would require a tenfold increase in our spending. ” 

3.2 The need for more conservation work and an improvement in standards 
was one of the major factors which led to the establishment of Area Councils. 
All of them are heavily involved in support for conservation in one way or 
another, and, together with related projects, it still consumes the largest pro- 
portion of the money available. 

3.3 We have already mentioned that the original idea of using the staff of 
major museums to carry out this work has, to some extent, been modified. 
Under this method an AMC enters into an agency arrangement whereby it 
buys the time of conservators who are actually on the staff of the museum or 
gallery concerned. (The exact amount of time may either be fixed in advance 
or determined on a more flexible basis.) This gives the AMC more scope to 
increase or reduce its demands according to need, but obviously the AMC has 
less direct control over the flow and management of work. The host museum 
certainly benefits, for it is able to share the cost of specialist equipment and 
develop better facilities and expertise than would otherwise be possible. In 
return the host museum has a duty to ensure that its staff provide proper 
curatorial guidance when necessary. The success of such an arrangement 
obviously depends heavily upon the quality of staff on both sides, and their 
willingness to liaise closely and understand each other’s viewpoint and needs. 
Most of the Yorkshire and Humberside conservators work on this basis. An 
alternative method, which seems to work well in Scotland, is for the conser- 
vation staff to be on the payroll of the AMC, but supervised by staff of the 
host museum. Such an arrangement obviously depends largely on the goodwill 
of the host museum in finding physical space for the AMC’s staff and in 
providing supervision and curatorial expertise. We heard of instances in other 
regions of the host museum “borrowing” AMC staff, perhaps unjustifiably, 
to carry out urgent work of their own. On the other hand, it may be easier for 
such staff, employed by the AMC, to travel around the region to see and 
advise museums on what work actually needs to be done. 
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3,4 On balance we feel that the agency arrangement by which the Area 
Council contracts to “buy” a certain amount of conservation work from staff 
employed by the museum is probably the better system if it can be arranged. 
If work is not done properly or on time the AMC is in a position to go else- 
where for the services; thus there is more incentive for the museum to provide 
proper supervision and control. 



3.5 But there are other problems in using museum-based conservators, apart 
from those relating to supervision and quality control. There is still an acute 
shortage of trained conservation staff working in certain fields, and a lack of 
physical space in many museums to accommodate their own staff and work- 
shops, let alone any additional staff. There is also some imbalance in the geo- 
graphical distribution of those major museums in which such facilities, serving 
a regional need, could be based. As a result some Area Councils have made 
alternative arrangements for conservation work. In some instances contracts 
or agency arrangements have been made with private conservators or other 
independent institutions. The Council for Museums in Wales has an agreement 
with the Department of Archaeology in University College, Cardiff. The West 
Midlands has a list of “approved” conservators including several in the 
private sector. A number of Area Councils have gone one step further and set 
up their own workshops, particularly for taxidermy. 

3.6 The best known example of this is at Griffin Lodge in Blackburn, the 
headquarters of the North Western Museum and Art Gallery Service. A total 
of 31 staff work from this building, of whom 12 are practising conservators 
in fields ranging from archaeology to textiles, paintings to natural history. 
Very little conservation work is put outside the building - indeed NWMAGS 
has also done work for a number of other Area Councils. The Area Museum 
Service for South Eastern England (AMSSEE) runs a mixture of arrangements 
with its own conservation section for Natural History at its headquarters in 
Milton Keynes, its own staff working on oil paintings and prints, watercolours 
and drawings based at Kenwood House and the Fitzwilliam Museum, and 
has contracts with several other agencies including a number of museums. The 
North of England Museums Service (NEMS) used to employ some conser- 
vators directly, not all of them based at its own premises, but, having found 
this solution uneconomic, is now making alternative arrangements. The 
Council for Museums in Wales, on the other hand has just started to base 
some conservation staff within its own headquarters. 



3.7 This is a difficult subject in which to make hard and fast recommen- 
dations. Obviously circumstances differ across the country and, as has been 
said earlier, much depends on the personalities involved. In fairness to the 
Area Councils it has to be said that in all the volume of written evidence we 
received and throughout our questioning we heard very little in the way of 
complaint from customers about the standard of conservation work carried 
out by these various methods. There were however two fairly recurrent com- 
plaints - on the time taken as a result of long backlogs of work (particularly 
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for textiles), and, in some instances, on the hourly charge made for work 
carried out. 

3.8 Another more general comment relates to the standards or merits of 
those items, particularly paintings, which were being selected for conservation 
work. It was argued that with limited funding and limited staff and resources 
to carry out such work. Area Councils should be more discriminating when 
deciding between the priority of different objects for conservation. Instead of 
waiting for applications from those museums which want work doing and have 
already agreed to contribute towards the costs involved, it was suggested that 
AMCs should take the initiative by going out and selecting those items most 
immediately in danger or most important, and then encouraging their owners 
to put in applications. We have no doubt that much of the material on which 
work is being done is not of especially high quality. On the other hand Area 
Councils were set up to help museums and to meet their needs, not to dictate 
to them. And, to take an example, it is no doubt easier for a local museum 
curator to persuade his or her authority to spend money on restoring a local 
townscape or the portrait of a local dignitary than to spend possibly a greater 
sum on restoring a more important work that does not have local significance. 
Both AMC Directors and the local museum curators have a duty to preserve 
the most important works in their area, and these should have priority over 
secondary material. The local curator should have sufficient professional 
standing and experience to be able to make sound judgments and to persuade 
his or her authority to support an intelligent programme of conservation, 
irrespective of exclusively local pressures. In cases of doubt or difficulty advice 
should be sought from expert members of the AMC’s advisory panel. But 
AMC Directors and their staff should not attempt to dictate to local museum 
directors or curators how they should run their museums. This statement 
applies not only to conservation, but to all other subject areas. 

3.9 The AMC’s relationship with the local director or curator is crucial and 
many of such complaints or criticisms as we heard relate to it. It should of 
course be based upon respect and trust. In conservation work we recommend 
that it should be the responsibility of the local curator to determine what 
conservation is required and to ensure that proper contact is maintained with 
the conservator, whether that person is working in a museum-based agency, 
an AMC workshop, or as a private contractor. It is important that 
conservators be allowed to visit museums to meet curators and give advice on 
site. In small museums, where there may be insufficient curatorial expertise, 
or where particular specialist problems or questions over treatment may arise, 
then the AMC would have a duty working with the curator, to ensure that 
proper curatorial advice is provided, possibly from a larger neighbouring 
museum. 

3.10 This raises the question of specialist advice and the supervision of 
conservators. A group of conservators working in a museum have ready 
access, not only to each others’ work, but to the museum’s own curatorial 
staff and permanent collection, and to study and reference material. This is 
obviously far more important for painting conservation than taxidermy. For 
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most fields it is preferable for Area Council conservation work to be carried 
out in a museum environment and we recommend accordingly. We recognise 
though that this may not always be feasible in subjects such as the 
conservation of industrial archaeology machinery. The worst possible option 
is for Area Councils to employ conservation staff to work in isolation from 
proper curatorial or conservation supervision. Area Council directors are not 
generally trained conservators and their curatorial backgrounds and other 
duties make it inappropriate for them to undertake this supervisory function. 

3.11 The situation of the North Western Museum and Art Gallery Service in 
its integrated headquarters is obviously exceptional. It has aroused 
considerable feelings for and against itself within the museum profession. If 
we had been setting up an Area Council from scratch we would not have 
proposed such an arrangement, preferring to establish agency agreements with 
museums within the area, which is well endowed with large museums. But the 
history of NWMAGS shows how this was tried for several years, and then 
abandoned. We believe on balance that there are advantages in this particular 
instance, through its central location and arising from the sheer scale of the 
operation and through the cross-fertilisation of ideas and expertise caused by 
having so many people under the one roof. Whilst some may have reservations 
about certain aspects of the operation we see no obvious advantage or benefit 
in recommending that it be dismantled or the attempt made again to divide up 
the various facilities between the museums within the region. 

3.12 One criticism frequently made of Area Councils which employ their 
own conservation staff is that because the AMC is committed to covering the 
costs involved and keeping the people fully employed, they tend to be unduly 
protective towards them. Similar complaints were made relating to the 
employment of other technical staff. We were told that grants may sometimes 
be made with the condition that the Area Council’s own staff are used to do 
the job, also that clients were discouraged from looking elsewhere. Instances 
were also given of museums finding it less expensive to buy services privately 
and without the benefit of aid, even though the same services provided by the 
Area Council would attract a 40-50% subsidy. Area Council directors to 
whom we referred this criticism pointed out that not all private conservators 
were able to offer the same standard of work and that some of them were able 
to offer low prices only because they operated either on a part-time basis with 
other regular means of employment, or were otherwise subsidised. We 
recommend that Area Councils should carry out a detailed analysis of unit 
costs and cost effectiveness to determine the relative cost of employing in- 
house conservators or using outside agencies, so that the best possible use may 
be made of the money that is available. 

3.13 It did seem to us that, subject to the overriding condition of 
professional standards and competence, there were many more instances when 
fuller use could and should be made of conservators working in the private 
sector. Not only would such contractors provide an outside measure against 
which AMC performance and costings could be judged, they could also fulfill 
a very valuable function in carrying the overload which is often a problem even 
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for larger AMCs. It should be at the discretion of the curator as to whether 
to use the AMC’s in-house or museum-based service or an approved private 
conservator, and grants should be available on the same basis for whichever 
option is chosen. Some Area Councils, particularly the West Midlands, 
already make considerable use of private conservators, but in other parts of 
the country lists of reputable ones do not appear to be available. We 
recommend that each Area Council should publish a list of approved private 
conservators available for work in their area and that this information should 
be made available to museums alongside the details of whatever arrangements 
the AMC already operates. The lists would need to be reviewed periodically, 
at least every two years, to ensure consistency of quality. As the establishment 
of such a list, which would inevitably have to discriminate between 
conservators, could be controversial, there are strong agruments in favour of 
it being compiled on a national basis and not by the Area Councils themselves. 
The Crafts Council used to maintain a list with some 500 names and was 
preparing to put it onto an “approved” or selective basis according to quality 
of work when its conservation section ceased operating. We hope that this task 
may be taken up by another appropriate organisation. 

3.14 There will only be a significant reduction in the backlog of conser- 
vation work to be done when more funds become available, and we welcome 
the Government’s decision to make an additional £^m available to the 
Commission for conservation-related activities in non-national museums in 
1984/85. But there may be a certain amount of scope for greater use of conser- 
vation facilities across the boundaries of Area Councils. The textile workshop 
at Griffin Lodge run by NWMAGS and the independent Textile Conservation 
Centre at Hampton Court are nationally renowned and used by a number of 
Area Services. Both institutions could be expanded to increase the capacity 
available. There are also proposals for new facilities at Bath. The workshops 
at Doncaster, used on an agency basis by the Museum of Art Gallery Service 
for Yorkshire and Humberside (MAGSYH), include special facilities for the 
treatment of wet wood and have also been used by other Area Councils. We 
recommend that the Area Councils together assess the provision of 
conservation facilities on a national basis to see how far greater use can be 
made of what is at each other’s disposal. 

3.15 Finally, in this section, we touch briefly on the question of training. The 
Commission’s 1980 report on Conservation recommended that ten new trainee 
conservator posts be created and sponsored by the Area Councils. Although 
some of the Councils have managed to create such posts there are problems, 
not least because trainees occupy valuable space and it takes time for them to 
become fully effective so as to be able to “earn their own keep”. Area 
Councils’ finances are finely balanced and they cannot easily fund non- 
productive staff members. Nor do the present Treasury grant rules permit 
them to contribute to other organisations for the long term training of staff. 
Evidence of these difficulties may be found in the fact that the North West 
now prefers to take on staff who already have some basic theoretical training, 
and the North had to abandon its textile traineeship when it became apparent 
that there would not be sufficient funding for work to guarantee the person’s 
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full time employment. Nor should it be forgotten that the number of 
traineeships at the V&A Museum was reduced from 4 to 2 some years ago, 
although new posts are now being created. The solution to this problem is 
outside the scope of the present report. 

Design and Display 

“We worked with them for six months. They rang us up a week 
before the display was due to open to say it wouldn Y be ready in 
time. We arranged for a van to bring it all back here and finished 
it ourselves. ” 

3.16 Assistance towards the cost of design and display work is a service 
which all Area Councils provide but, as with conservation, the methods vary. 
Whilst in some regions straightforward grants are awarded to museums 
towards the costs involved, many Area Councils employ their own specialist 
design, display and technical staff and actively encourage museums to use 
them. There is some logic in this, in so far as the work and skills often overlap 
with those needed to mount travelling exhibitions so that the same staff may 
be used. However, on the evidence we received, the use by Area Councils of 
their own in-house design and display teams was one of the most heavily 
criticised aspects of all their functions. 

3.17 The Area Councils maintain, with some justification, that standards of 
design and display in museums are often low and that they have a 
responsibility to encourage an improvement. Curators do not generally have 
much experience of managing such contracts. It is also argued that there is a 
shortage of suitably trained commercial designers and contractors able to 
tackle such work and that they are very expensive. We question whether the 
majority of freelance designers are more expensive hour for hour than 
designers employed by AMCs or in museums. We believe that whilst there may 
have been a shortage a few years ago, this is no longer true, and that it is in 
the public interest to encourage the design talent that is available and to 
increase the number of designers with experience of museum and display 
work. Increasing the number of opportunities in a competitive market should 
be in the general interest. The Society of Industrial Artists and Designers 
(SIAD) has a register of members working on a freelance basis and no longer 
lays down fixed fee scales. As with conservation, we were told of instances 
where it was more expensive to use the Area Council’s subsidised service than 
to go direct to a private contractor, and of occasions when grant aid was not 
available unless the museum concerned used the AMC’s own facilities. In 
other instances the conditions imposed by the Area Council in awarding a 
grant put up the costs by more than the amount of the grant. Another point 
made was that the use of the same design team was tending to give museum 
display installations a “sameness”. We did not however see any evidence of 
this ourselves in the museums we visited, but we recognise this as a potential 
danger. Personal taste is a significant factor in design, and we recommend that 
museum directors or curators should have the opportunity to enjoy AMC 
support for the use of approved designers and display teams of their own 
choice. We would wish to encourage a variety of approaches. Designers all 
have their strengths and weaknesses. It is important to “ring the changes”. 
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3.18 We see no reason why an Area Council design and display section 
should not compare favourably, in quality and price, with private designers 
and contractors. However, it is important that such comparison should be able 
to be made, by opening the Area Councils to competition with the private 
sector. Competition should stimulate AMC staff as well as benefiting the client 
museums. Provided there are proper safeguards, to ensure value for money, 
museums should be free to appoint for this work whomever they choose. 
Although most freelance designers have contractors with whom they regularly 
work, if there is capacity and the Area Council can offer a competitive price, 
and its internal organisation is sufficiently flexible, a museum should be able 
to employ a freelance designer but have the construction work done by the 
AMC. In any event we recommend that the present procedures ought to be 
simplified. The proper sequence of events should be for the client to choose 
(with help from the AMC if necessary) a suitable designer — whether from the 
private sector or the AMC itself -and then submit an application to the Area 
Council; if the application is approved and is for a private designer it should 
be the client’s responsibility to place the contract and, with the designer, to 
supervise the work, with the Area Council simply paying over its contribution 
at the end. In some instances the work may be shared between the AMC and 
the freelance designer. We recognise however that in the case of a small 
museum without a professional curator the Area Council’s responsibility may 
have to be considerably greater, hence our proviso as to safeguards. 



3.19 As with conservation, we recommend that each AMC should circulate 
a list of reputable designers and display teams working in their area, and that 
this should also be available on a national basis. The choice would not necess- 
arily be restricted to those on the list. Many designers, including graphic 
designers, are members of the SIAD and are listed on its register. 



3.20 In discussing this topic we have tended to concentrate on the design and 
execution of display work. We are aware that some Area Councils also employ 
graphic designers and have printing facilities for posters and even simple publi- 

^ typesetting exhibit labels. The 

Yorkshire and Humberside area has a security van used for its own exhibitions 
which IS also made available to museums for the transit of objects All these 
services are potentially useful, but as with display work, we recommend that 
|hey be carefully assessed and, if retained, run on'^a basis that comp” eftofy 
With those working m the private sector. ^ 

Travelling Exhibitions 

The same old exhibitions are constantly doing the rounds; they 

re Setting very tired and it does not do the service any good to 
continually re-hash. ” ^ ^ 

hvihf^ P^ 9 ^\sion of travelling exhibitions was considered in a recent reoort 

aJ atuchSrraf^e" 

the national museums be enabled to do more to provide travelling exhfbMon^ 
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but also that additional funds and a co-ordinating officer be made available 
to the Commission to stimulate non-national originators. 

3.22 It has always been recognised that travelling exhibitions could benefit 
from the sort of co-operation between museums that AMCs were set up to 
develop. We have no hesitation in saying that Area Councils have provided a 
useful service in mounting small exhibitions, in procuring exhibitions from 
outside sources, and in facilitating transport arrangements. But the origination 
of major exhibitions is an expensive and specialised operation and not one that 
AMCs are equipped either technically or financially to carry out. They cannot 
be expected to fill the gap left by the V&A. We can only recommend the 
Government to accept the recommendations of the Commission’s own report 
on this and to provide additional money through the Commission and through 
the national institutions. 

3.23 There are two main aspects to the work of Area Councils in this field. 
First, there is the origination of exhibitions - generally done “in house” and 
using the Area Council’s own technical staff -and second there is the organis- 
ation of the touring programme and the transportation and installation of the 
displays. Inevitably we heard a certain amount of criticism. Smaller venues 
often found the hiring charges too expensive or the exhibitions too big. Larger 
venues sometimes complained of the standard and content, or did not find the 
displays big enough. There were some comments that the exhibition pro- 
gramme tended to be too restricted in scope or reflected the specialist interest 
of the AMC Director concerned. 

3.24 Between them the nine Area Councils have on offer about 100 exhi- 
bitions at any one time. A high proportion of them (about two thirds) were 
not originated by the AMCs concerned, but by other agencies. These include 
many set up by the Science Museum in London and now managed from 
Newcastle by the Tyne and Wear County Museum Service; Area Councils 
organise touring arrangements within their areas on behalf of Tyne and Wear. 
There are also a limited number of other exhibitions which start their lives 
within one area and are then “lent” to another. Area Councils could fulfil a 
useful role in facilitating such exchanges. Finally, there are an increasing 
number of exhibitions which were originally set up by an individual museum 
or gallery aided by the Area Council and which are now toured by it; we 
believe there is considerable scope for more work along these lines. It was 
frequently suggested to us by museum directors and curators that AMCs 
should build with additional money on the work already being done by local 
museums and galleries, rather than attempt to originate exhibitions of their 
own. In general we consider that the present tendency for AMCs to devote 
their limited resources to tour management rather than to the origination of 
exhibitions is desirable. 

3.25 In the budget of an AMC, the provision of travelling exhibitions, 
however performed, is a relatively expensive activity and programmes have to 
be rigorously scrutinised. At present there appears to be no co-ordinated effort 
to estimate levels of use or of user benefit. These are problems that ought, in 
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due course, to be considered by the central agency and the professional eroun 
which yre proposed by the Commission’s working party 

appear to be any proper analysis of the cost effectiveness of the various 
methods of origination or concerted effnrt mariA i + j various 
is available. »-uncertea ettort made to market and promote what 

Information 

3 26 We have already recommended that AMCs should make available 
1 ormahon on topics such as details of those working in conservation and 
desip. However it is clear from the evidence we received that many museums 
particularly the smaller ones, would welcome information on other subjects as 
well, including general items of news, details of services offered by the Area 

f opportunities. Other suggestions 

included details of stockists and suppliers, of exhibitions which might be 
available for touring, and sources of funding for different types of project. 

3.27 Some Areas, particularly Scotland and the South East, already do far 
more than others to publish information, though only three of the nine Area 
Councils publish regular newsletters. We believe that Area Councils can play 
u° ^ dissemination of information and recommend that they 
should all issue regular newsletters which would be circulated to all members 
as well as other interested parties (including the other Area Councils). This 
need not be a glossy or elaborate and expensive undertaking. There are many 
museum rnembers who may not be likely to receive grant funding or be able 
to benefit immediately from the other services provided, and for them, as well 
as local authorities and other agencies, a regular and informative newsletter 
IS a useful public relations exercise. The possibility of running a joint 
publication with the local museums Federation could be considered as an 
alternative solution All Area Councils publish some form of Annual Report 
but they vary widely. These reports should all include audited accounts a 
report by the Director, and a full list of grants given or work undertaken.’ A 
number of AMCs are starting to set up reference libraries for their members 

obviously another potentially useful service, provided 
that the facilities are publicised and used. ^ 

Training 

3.28 AMCs play an importat role in the provision of training facilities and 
assistance with training. The general subject of museum training is a very big 
one and far beyond the scope of this report. Where AMCs have been particu- 
larly able to help IS m the organisation of seminars and short courses for 
people working in museums. Often these are arranged in conjunction with 
regional Museum Federations for staff studying for the Museums 
Association’s Diploma. AMSSEE has an especially good record in this regard 
and the range of topics and the different levels at which they were covered 

found widespread support from its members as well as from museums in other 
regions. 

3.29 There is also a demand for training for volunteers. Across the country 
we heard from small museums, sometimes staffed and run on an entirely 
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voluntary basis, who would welcome basic guidance on such topics as security, 
fund raising, and an introduction to preventative conservation or the care of 
collections. Representatives of small museums in more isolated areas in 
Scotland and the South West made the point that such seminars should not 
be restricted to places such as Edinburgh or Plymouth but be repeated in other 
centres to give their staff, many of whom are volunteers or have difficulty in 
leaving their bases for more than a few hours, a chance to attend. Another 
suggestion was that such courses should take place in the evening, rather than 
in the daytime when people were at work or on duty in their museums. We 
were surprised in the course of the open meetings we held up and down the 
country how few museum people working in the same region even knew each 
other. It is clear that the opportunity afforded for people to meet each other 
and discuss each other’s problems at seminars and other gatherings is probably 
nearly as valuable as the seminar itself. 

3.30 The provision of grant aid for training, or the funding of travel grants, 
bursaries and research is a field that has been relatively neglected. Although 
there is provision for support in the Treasury guidelines, policies vary between 
Area Councils. Under the present financial systems it is a difficult subject for 
which to secure “matching” finance and, faced with a shortage of overall 
funding, most AMCs have tended to give priority to other activities. 
Nevertheless it is clear to us that the distribution of relatively small amounts 
of money could go a long way and be a useful means for AMCs to be seen 
to be helping museums which may not regularly benefit in other ways. 

3.31 Finally, we pick up another role which was suggested by the 
Commission in its 1963 Survey of Provincial Museums and Galleries, 
published just as Area Councils were being set up. This was the 
recommendation that they should “co-operate with Local Education 
Authorities in planning and organising the extension of school museum 
services, and courses for teachers in training in the use of museums and 
museum objects for teaching schoolroom subjects”. Today many major 
museums and a number of smaller ones are more aware of their educational 
responsibilities, and the execution of this type of function is probably better 
left to individual museums. We feel nevertheless that AMCs could and should 
work more closely with LEAs and act as a forum for discussion with museums 
to develop such programmes. Only two of the AMCs have an Education Panel 
at present. To quote again from the 1963 Report “it seems to us impossible 
to over-estimate the importance to future generations of teaching children the 
use and significance of museum objects”. 



Other forms of Grant Aid 

3.32 Direct aid for conservation and major schemes for gallery display 
consume a large part of the funding available to Area Councils, but help is also 
given towards a wide range of other projects. The parameters were originally 
set out in the Treasury guidelines and will be referred to again in chapter 5. 
Storage, security, environmental control, documentation, professional advice 
and feasibility studies, publications, and the purchase of equipment are the 
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main headings under which aid is given and which have not already been 
considered in this chapter. 

3.33 Area Councils have set their own priorities, so applicants may meet with 
different responses according to their location. Whilst we appreciate the 
reasons for this we recommend that as the level of funding improves such 
discrepancies should be removed. In the meantime it would greatly assist their 
clients if all Area Councils would publish each year details of the types of 
projects that are eligible for aid, together with a statement explaining current 
policies and priorities. 

3.34 There are three main types of museum expenditure which have always 
been considered outside the scope of AMCs:— 

(i) the purchase of museum objects (separate funds from the Exchequer 
are available for this purpose) 

(ii) capital expenditure on new buildings construction, and major struc- 
tural alterations (very limited capital funds are now available separately 
from the Commission and from the AMCs in Scotland and Wales.) 

(iii) normal operating expenditure, such as the permanent employment of 
staff or payment of overheads. 



,,, ucmg met m the final 

can gradually assume the total cost. 




y ana reaucing basis with perhaps 
year, so that the museum authority 
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3.36 Another factor worth considering in this context are the Government’s 
“rescue” proposals for those museums which currently receive aid from 
Metropolitan County Councils and the GLC. Some form of help may well be 
required in those instances where responsibility is to transfer to District or 
Borough Councils, and the AMCs should be in a position to channel any short 
term funding that might be made available from Government sources for this 
purpose. 

3.37 Finally in this section, we were asked to consider whether Area Councils 
as a whole have been guilty of bias or neglect for any particular discipline. We 
received evidence from several specialist curators’ groups suggesting that 
subjects such as ethnography, botanical science and geology were relatively 
deprived. However it seems inappropriate for us to make any generalised state- 
ment, as conditions and needs vary in different parts of the country and it is 
proper that Area Councils should reflect this in setting their own priorites. We 
urge AMCs to pay particular attention to those subjects where there is a short- 
age of specialist staff, and we comment further on one suggestion in the next 
section. 



Advisory Services 

3.38 Advice can take many forms, and in this section we consider a wide 
range of ways in which Area Councils can be of service to their members either 
individually or collectively. They also provide advice and information to other 
central bodies notably the Museums and Galleries Commission and various 
Government Departments. 

3.39 The Directors of Area Councils spend a large part of their time giving 
advice to museums and rightly regard this as one of the most important aspects 
of their work. Often the advice is fairly general in nature and concerned with 
administrative matters. It could be more specific, such as being consulted on 
staff appointments or attending as a member of an interview panel. By visiting 
and being in regular contact with a wide range of museums AMC directors are 
often in a unique position to see what is going on and to spread information 
and foster co-operation. But their time is necessarily limited and though the 
evidence we received made it clear how much their clients welcomed these 
contacts and wanted more, it was rarely possible for an Area Council Director 
to become very involved in any specific problem. In some instances the exper- 
tise that was needed was outside the scope of the individual director con- 
cerned. Those AMCs, such as AMSSEE and the North West, which employ 
larger staffs have access to expertise in a number of different fields, but for 
those which operate almost entirely on an agency basis, such as the West 
Midlands and the South West, the lack of additional headquarters staff can 
present problems. The Commission suggested in the “Framework” Report in 
1978 (9.20) that every AMC should employ at least one Assistant Director. In 
recent years such appointments have been made in Wales and the North of 
England, whilst AMSSEE has created two new posts specifically to improve 
its advisory services and contact with museums. The Museums Association, in 
its evidence, also recognised that a Deputy or Assistant Director post was 
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necessary and required a fully qualified and experienced museum professional. 
We agree with the Association’s conclusion. 



3.40 The main topics on which individual museums appear to us to have a 
particular need for advice are as follows: — 

(i) setting up a new museum 

(ii) fund raising and sources of grants 

(iii) assessment of collections and documentation 

(iv) conservation 

(v) security 

Some of these needs can be partly met by providing more information and 
training courses, but detailed advice on how (and indeed whether) to set up a 
new museum, the assessment of a collection, or a conservation programme, 
needs personal contact and proper study. Sometimes this can be provided by 
the Area Council’s own staff but, increasingly, outside experts are being com- 
missioned to undertake proper feasibility studies or written reports, which is 
probably the most effective way to tackle this problem. 



3.41 As in other fields, we see an important role for the members of advisory 
panels, both individually and collectively. But Panel members serve in a volun- 
tary capacity and are busy people and increasingly under pressure from their 
own employers. We have detected a growing reluctance or inability by the 
larger museums to release their staff, whether Panel members or in an indi- 
vidual capacity, to undertake such “pastoral” work. Whilst senior staff of 
larger museums to whom we spoke were sympathetic to the needs of smaller 
museums and were prepared to allow their staff to devote time to such visits, 
they had difficulties in meeting the expenses and travel costs incurred. It seems 
to us that the answer is for the visiting curator to be reimbursed personally by 
the Area Council concerned. Thus their employing authority would not be 
financially out of pocket. 



3.42 It is the field of curatorial expertise and the assessment and 
documentation of collections that presents problems, and demands a 
specialised knowledge and often requires time beyond the scope of AMC staff 
or voluntary help from Panel members. We were frequently told of collections 
in small museums where there were no trained curatorial staff and there was 
no money to pay for someone to come in and do the necessary work. The usual 
suggestion for dealing with the problem was that Area Councils should 
appoint peripatetic curators to travel around museums working for extended 
periods on neglected collections. Such a scheme was tried in Scotland for a few 
years, but abandoned because the museums which most needed such help 
could not afford it. Nevertheless there is a considerable body of opinion in 
museums which would welcome such appointments, particularly in such fields 
as geology and ethnography. 
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3.43 There are two difficulties - financing such posts so that those museums 
that most need the services can afford it, and finding suitable people to 
undertake such work. There is also a risk that museums will use the facility 
of a free or subsidised service as an excuse not to take on staff of their own. 
We have no doubt that the ideal solution (and one that accords with the 
original concept of AMCs) is for a larger provincial museum, or even a 
national institution, to release occasionally a qualified member of staff to an 
Area Council on a period of secondment - say for six months. The Area 
Council would presumably have to make some form of recompense to the 
lending museum, and would probably have to maintain the right to ask client 
museums assisted to contribute towards travelling and other out-of-pocket 
expenses. The AMC would have to consider requests for such help and, with 
its advisers, decide where the person(s) concerned should spend their time. 

3.44 The opportunity for a specialist curator based in a large institution to 
gain wider experience in a number of different museums without having to 
commit himself or herself to a peripatetic existence, or give up a permanent 
job for a short term contract, could be attractive. Indeed a concentrated 
period of work in a number of different museums could form a useful 
extension to a formal training programme. 

3.45 An alternative approach would be to create a new post, possibly sharing 
the costs between a couple of AMCs, but if it is decided to proceed on this 
basis we would recommend that in the first instance such posts be created on 
a limited fixed term contract basis. Whatever method is chosen, we believe that 
it would be worth trying to create a couple of such posts as a pilot study which 
the Commission might be asked to fund and with the results being carefully 
monitored. We have no doubt from our extensive contact with museum 
curators up and down the country that the need for this sort of help is one of 
their most important priorities. 

3.46 Area Councils have different policies on whether or not to charge client 
museums for visits. The important thing is to maintain the goodwill between 
an AMC and the museums being visited. We recommend that charges, if 
levied, should be standardised across the country and that charging should be 
avoided if at all possible. We recommend that every member museum should 
be visited once a year by a senior member of the AMC’s staff. They nearly 
all pay subscriptions and we recommend that this first visit, for whatever 
purpose it is made, should be free of charge. Nor should charges be made for 
other routine visits by AMC staff that may be necessary in the course of a year 
to discuss, for instance, a grant application or to see an exhibition. No charge 
should be made for advice given by AMC staff at meetings in their own office. 
However, when a visit is required to do a specific job of work then a charge 
would be appropriate. But it should be calculated at a subsidised rate based 
on the actual salary and on-cost of the member of staff concerned, and the 
AMC Director should have authority to waive a charge. Obviously no charge 
should be made when an outside expert is being used and their services are 
being provided free of charge, although it may be necessary for their incidental 
expenses to be met. When an expert is being paid to undertake the work it 
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should be open to the Area Council to make a contribution towards the costs 
involved in the normal way. 

3.47 We suggested in chapter 2.17—18 that Area Councils also had a 
responsibility to plan and co-ordinate more generally and on a regional basis. 
Certainly this need was in the minds of the Commission and the Association 
of Municipal Corporations when AMCs were first being set up. However, 
there is a crucial difference between attempting to formulate and direct a 
strategic plan for a region, and being aware of what is happening and able to 
advise and influence developments. We do not believe that AMCs should 
attempt to become a higher tier of directing authority, nor do we believe that 
this was what was in the minds of those who set them up. But there is every 
justification for AMCs to act as a forum for discussions on such developments 
if that is what their members want. We also feel that there is a need in the 
museum world where, in spite of economic difficulties, new developments are 
constantly taking place, for an organisation to have an informed overview. At 
the national level, and for informing and influencing Government this respon- 
sibility rests with the Museums and Galleries Commission. At the regional 
level, where the role is rather different and more detailed, this should be one 
of the tasks of the Area Museum Councils. 



3.48 Some of the Area Councils have done more than others to formulate 
and advise on regional planning. Scotland has certainly developed furthest 
down these lines: indeed we heard suggestions from some of their members 
that the CMGS was placing too much emphasis on developing a political and 
planning role. The North of England recently carried out a survey of its 
members, whilst the South West has considered conservation needs and is now 
moving on to look at travelling exhibitions. The South East has just started 
such a review but, perhaps not surprisingly, is hesitating at the size of such an 
underaking. Other Area Councils have no plans to review museums provision 
or to consider regional development and likely trends, though their Directors 
all claim that the information is available or that they personally feel well 
equipped to comment on proposals and to formulate policy as they go along. 



3.49 We were told that recently thirty new museums have been opening each 
year. Many of these new ones are well worthwhile: some of the existing ones 
are not. At the same time existing collections are in danger and museum 
authorities face increasing financial pressures. Some rationalisation is essential 
both m the planning of new ventures and in the amalgamation and dispersal 
of collections of existing ones. Although Countywide Consultative Com- 
mittees can be a useful forum for debate. Area Councils are the only bodies 
rea istically able to carry out such a review. Whilst they cannot and should not 
dictate events, they should be able to influence them by being aware of what 

^e<^ommend that all Area 
Councils should regularly review museum provision in their regions and the 

needs of their museum clients. They should not forget that some information 
IS already held by the MDA, and that the Museums Association is currently 
orking to establish a national database. Account should also be taken of pro- 
vision and plans across the borders of neighbouring Area Councils. The 
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regional reviews should be carried out on a properly structured basis and the 
results should be considered by the AMC’s Board of Management and made 
public. The information should be regularly updated. It is not enough to rely 
upon the information and opinions carried in the head of the Director 
concerned, however good he or she may be. The results of such a review 
should inform the policy of the AMC in all its activities and be available when 
giving advice to those planning new initiatives. 
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CHAPTER 4 



CONSTITUTIONS, STAFFING AND ORGANISATION 



4.1 Having considered the background and history of the Area Council 
movement and the services provided for member museums, we turn now to the 
administrative and organisational mechanics. 

The legal framework 

“The Area Councils are an essential buffer between central 
government and between individual museums in a way that a 
designated museum or a county service - both of which would have 
vested interests - could never be. A level of autonomy is essential. ” 

4.2 Originally all the Area Councils were unincorporated bodies with no 
legal status. Following a recommendation in the Commission’s 1978 Frame- 
work Report all the then Area Councils acquired proper legal corporate status 
under the Companies Acts. This gave Council members (and officers) limited 
liability. At the same time the Councils were also registered as charities, thus 
gaining further tax and financial benefits. Only the East Midlands Area 
Museum Service, which was set up subsequently following the split of the old 
Midlands Area in 1981, remains without corporate or charitable status, and 
we strongly recommend that EMAMS should now take steps to come into line. 

4.3 When the AMCs were first being set up there were suggestions in some 
quarters that they should eventually become statutory bodies. We do not feel 
that this is appropriate or necessary and, in any case, foresee little likelihood 
of the Government being prepared to promote the necessary legislation. 
Several AMCs have commented to us that they may wish to modify their 
Memoranda and Articles of Association in the light of experience, and 
although these follow broadly similar lines, we believe that some changes are 
desirable in certain instances. If our recommendations in this chapter are 
implemented some revision will be necessary. 

4.4 An Area Council normally meets only once a year for the Annual 
General Meeting, although in some areas there are more frequent meetings. A 
considerable number of people may be involved. Day to day management is 
invariably delegated to a smaller elected Committee, the membership of which 
is structured to give a weighting to the various interests involved and the differ- 
ent types of museum authority in membership. In practice the AMC Director 
reports to this Board or Executive Committee. (The names used to denote 
these Committees vary; for ease of understanding we shall use the term ‘Board 
of Management’). Some AMCs have other smaller Committees consisting of 
members of this Board. Most AMCs also have a number of Advisory Panels 
appointed by the Board. As the Advisory Panels do not normally form part 
of the legal framework we will return to their role in a later section of this 
chapter. 
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4.5 Whilst we recognise that circumstances differ across the country and that 
an AMC with 200 members will probably need a more elaborate organisation 
than one with 50, we believe that some improvements could be made, particu- 
larly to ensure a more balanced representation of some of the interests 
involved. 

4.6 All subscribers/members of the Area Council should be invited to the 
Annual General Meeting. This meeting, which is required by law, has to per- 
form various statutory functions. In our view it should also elect the Chairman 
and Vice Chairman of the AMC and the members of ' the Board of 
Management. There should be provision for secret ballots to be held at AGMs. 
The Chairman and Vice Chairman of the AMC should also be ex officio the 
Chairman and Vice Chairman of the Board of Management. The full Council 
should consider meeting on at least one other occasion during the year to 
transact any routine business and to discuss a topic of general interest and/or 
for a more social event. Our own meetings with museum curators and directors 
up and down the country convinced us that representatives of museums, par- 
ticularly of the smaller ones operating in more remote areas, feel isolated and 
would welcome more opportunities to meet each other. There are few 
occasions at present for museums to discuss or question the work that is being 
done by Area Councils on their behalf. 

4.7 The membership of Area Councils includes local authorities at County 
and District levels, other corporate bodies, nominees of individual museums, 
and individuals nominated by other organisations such as the regional 
Museums Federations and the Museums Association. In practice Articles of 
Association lay down provision for all local authorities to be members whether 
or not they exercise a museum function and, in some instances, for these local 
authorities to nominate two people as members, in effect to have two votes. 
An independent museum, however large (and some of them now spend more 
than many District Councils on their museums), has only one vote. Whilst we 
recognise the importance of encouraging local authorities to become involved 
in the affairs of AMCs, we recommend that District Councils which do not 
provide a museum in their area, either directly or through a substantial 
financial input, should not be entitled to more than one vote. We also 
recommend that AMCs should allow in their Articles of Association for a 
limited number of individuals to apply for membership in their own right. 
These could be retired museum professionals living in the region or other 
people who have a special interest or particular expertise, but who are not 
necessarily directly linked to any specific institution. Applications for mem- 
bership should be considered by the Board who could, of course, approach 
suitable candidates. We also recommend in chapter 6.3 that the Museums and 
Galleries Commission be entitled to nominate a member of every Area 
Council. 

4.8 Whilst all members should have at least one vote at an AGM or other 
meetings of the full Council, it is more difficult to secure a proper balanced 
representation of all interests on the Board of Management. Indeed we heard 
some significant comments from independent and other museums that Boards 
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were dominated by local authority elected members, so that there was a lack 
of professional museum expertise at such meetings. Some of them had over 
forty members, and were too unwieldy to be effective as executive bodies, 
hence the decision in some AMCs to appoint smaller sub-committees. 

4.9 Individual circumstances differ across the country and we do not feel 
that it is appropriate in a report such as this to consider detailed aspects of 
exactly how the following recommendations should be implemented. We 
recommend that the membership of the Board of Management should be 
defined so as to allow the following: — 

(i) The total number of seats should not exceed thirty, and in smaller 
AMCs should preferably not exceed 25. 

(ii) At least one half of the members should be serving or retired museum 
professionals or other experts. 

(hi) No local authority seats should be allocated to an authority which does 
not provide a museum in its area, either directly or through a 
substantial financial input. 

(iv) There should be considerably greater representation of museums in the 
independent sector, to take better account of the number of such insti- 
tutions, their financial turnover and their number of visitors. We 
recommend that there should be at least 3 such members on a Board 
of 25. 

(v) There should be a minimum of one seat for armed service museums. 

(vi) The membership of a Board of Management should consist of named 
individuals who should act in a personal rather than a representative 
capacity. There should be no substitution of representation at such 
meetings. 

(vii) The Chairmen of the main Advisory Panels should be ex-officio 
members. 

Appendix E gives an idea of how we would envisage such a system operating 
in a typical Area Council. It would, in most instances, necessitate some 
reduction in local authority member representation and an increase in the 
number of museum professionals. 

4.10 We also recommend that the Board of Management appoint the 
members of any sub-committee(s) to which it may delegate any of its powers. 
The Board should receive the minutes of all such sub-committees and Advisory 
Panels. Major decisions, including the annual estimates and allocation of 
grant, should be submitted to the Board for ratification. 



Advisory Panels 

“The Director of an Area Council should have ready access to 
professional advice as a matter of normal procedure. ” 
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4. 1 1 Most of the Area Councils operate some system of Advisory Panels, but 
these vary widely in their number and nature. Wales and the North of England 
do not have any panels at the moment, whilst the East Midlands Area operates 
outside the provisions of the Companies Acts and on a different basis 
altogether, with an Officers Panel which combines the roles of Board and 
Advisory Panel. Yorkshire and Humberside has recently set up a Panel. In the 
South West there are four Committees of the Board, three of which advise on 
various curatorial matters, although help is also available here (and in the 
North) from the regional Museums Federation. The North West has an 
Advisory Panel of museum professionals, which plays an important role in the 
assessment of applications. The West Midlands has a less active panel of 
professionals, whilst Scotland now has five. The Area Museum Service for 
South Eastern England (AMSSEE), which covers far more museums than any 
of the others, has thirteen different panels. We suspect from the evidence we 
received that this is too many, but understand that AMSSEE is reviewing its 
panel system.* 

4.12 It will be clear from our comments in the previous chapter that we 
believe that advisory panels have a useful role to play in supplying professional 
expertise to AMC staff members and assisting in the assessment of appli- 
cations. Panel members individually or collectively could also provide a useful 
source of advice to individual museums and act, in the words of AMSSEE’s 
brochure, as a sort of ‘consumer council’ to the AMC. In the latter task they 
may also be assisted by the local museums Federation. Whilst it is appropriate 
that individual areas should be free to decide how many panels they require, 
we recommend that all AMCs should have a minimum of two. In making this 
recommendation we are mindful of a number of submissions we received, 
including that of the Society of County Museum Directors. 

4.13 The first of these Panels -the Review Panel -would be charged (i) to 
review the performance of the AMC by examining expenditure on projects and 
work undertaken, (ii) to consider future priorities for the whole region, and 
(iii) to consider recommendations for growth and development and changes in 
AMC policy. It would thus assist in implementing the type of review suggested 
at 3.49, and provide information to the relevant Committees when funds are 
allocated, as well as assessing the results. It would report directly to and work 
closely with the Board of Management and would include a number of 
members from the Board. Between a half and two thirds of its members should 
be present or past museum professionals. We recommend at 4.7 above that 
there should be a new category of membership for individuals, and suggest 
that two or three people might be drawn from this pool to serve upon the 
Review Panel. The Panel should be chaired by a member of the Board. We 
do not envisage that it would consist of more than, say, nine people. Their 
appointments should run for three years with one third retiring (and not being 
eligible for immediate reappointment) each year. 

4.14 The other panel -the Curatorial Panel -would be responsible for 
knowing and understanding the nature and standard of collections within the 
area. It would also have to be aware of the state of storage and conservation 



* An additional Panel has now been set up. 
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conditions and curatorial requirements. Its members, either collectively or 
individually, would be available to advise museum curators and their 
employing authorities on these and other topics, including staffing and 
training requirements. Panel members would also be expected to advise the 
AMC director and staff on individual applications and problems, and on 
topics such as conservation and the need for exhibitions. 

4.15 We recommend earlier (3.28-31) that AMCs should be more aware of 
their training and museum education roles, and we suggest that these functions 
could also be undertaken by this Curatorial Panel. In a large region, such as 
Scotland or the South East, we would envisage that these roles would probably 
be split (the CMGS already has an Advisory Panel on Educational Services 
and AMSSEE has an Education Panel). There may also be grounds for 
dividing the curatorial work between more than one panel. It may also be 
necessary to establish an ad hoc committee of limited duration to report 
quickly on a specific topic. The membership of the Curatorial Panel(s) should 
consist predominantly of present or past museum professionals and they 
should be chaired by a member of the Board of Management. As the members 
of the Curatorial Panel would not normally be involved in the actual 
allocation of the AMC’s financial resources or overall policy, we do not feel 
that it is necessary to stipulate that there should be any fixed term of 
appointment for members, although here, too, the periodic injection of new 
blood would be desirable. 

The Post of AMC Chairman 

‘Museums and Galleries being unlikely to draw votes, the office of 
Chairman seems often to be a reward to a loyal but ineffective 
supporter who has missed out in the distribution of offices on other 
more important committees. (a former AMC Chairman) 

4.16 Area Councils owe a great deal to those individuals who have devoted 
their time and energy to serve as Chairmen. We take this opportunity to pay 
tribute to them. But as AMCs have increased in scope and scale a number of 
questions have arisen and we considered it worthwhile devoting a section to 
this topic. 

4.17 With but one exception AMC Chairmen have been local politicians. 
This is probably not surprising and there are considerable advantages bearing 
in mind the fact that Area Councils developed from local authorities and still 
operate in a framework that is analogous to that of local government. But a 
large proportion of AMC members now come from the independent, armed 
service, and university museums and we would like to see more people from 
these backgrounds serving as Chairmen. There is nothing in the legal 
framework to prevent this, nor is it something for which one can easily make 
written provision. 

4.18 Whoever does the job it is important that he or she be well known 
knowledgeable and respected by all the interests concerned. The person should 
serve m an individual and not a representative capacity; the appointment is not 
a political one, and we would hope that these issues may remain above politics. 
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There have been instances of an individual’s political alignment creating a 
conflict of interests in the role of Chairman. It is highly desirable that the 
Chairman should have some previous knowledge of the operations of AMC 
concerned. A Chairman needs to be of the right calibre for the post. As 
museums and galleries develop, an increasing number of people are realising 
that Area Museum Councils are important and worthwhile and need a strong 
voice and good leadership. Although some individuals have given 
distinguished service over a long period of time, there have been problems of 
continuity: during the 17 month period of this review the nine AMCs were 
represented by a total of 14 different Chairmen. Another four changes are 
likely over the next six months. Two of the five changes that have already 
occurred resulted from changes in political control or because the person 
concerned had lost his local government seat. 



4.19 We heard a number of suggestions that the Commission should seek to 
appoint AMC Chairmen or to nominate them from a shortlist submitted by 
the AMC. It was argued that this would effectively remove the appointment 
from local politics and provide a link with the Commission as the major 
funding agency. We do not feel that this would be appropriate. Whilst the 
Commission’s relationship with Area Councils is both close and delicate, we 
have already stated our belief in the autonomy of these organisations. 

4.20 We are convinced that a greater degree of continuity is needed in AMC 
chairmanship - inevitably it takes time for a chairman to become fully 
knowledgeable and effective - and that the post should not be subjected to the 
vagaries of local politics. Accordingly, we recommend that the appointment 
of AMC Chairmen be for an initial fixed term of three years and renewable 
annually after that for a further two years up to a maximum of five years. 
Furthermore, on the appointment of an individual as Chairman his or her 
membership should become a personal one and he/ she should cease to occupy 
his/her seat as a representative of the local authority or institution concerned. 
As a further safeguard to members we recommend that nominations for the 
posts of Chairman and Vice Chairman should be made in writing in advance 
of the AGM, and that nominations for these posts should not be made from 
the floor at AGMs. We further recommend that information regarding the 
qualifications of candidates for such offices be circulated to all members in 
advance. We consider that Vice Chairmen should generally be elected on an 
annual basis. 



The Post of Director 

'‘When I first became Director of a museum my curator colleagues 
assumed I had lost touch with curatorial matters: now Pm Director 
of an Area Council they ask me what it’s like to be out of touch 
with museums completely. ” (An AMC Director) 

“When an Area Council Director starts talking about ‘my 
museums’ it’s time for him to go”. (A former AMC Director) 
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4.21 We heard a great many comments about AMC Directors, individually 
and collectively. Some of their colleagues in museums undoubtedly eye them 
with a degree of scepticism and suspicion. Their clients’ comments varied: the 
same person was described by two different people as a “mini-dictator”, and 
“first rate, indispensable and so sympathetic”. In commenting on this subject 
we have tried to make allowances for human nature and for the fact that not 
all are equally able. We also have to allow for the fact that no AMC Director 
is likely to be able to please all of the people all of the time. Fortunately it is 
not that sort of job. 



4.22 The importance of these jobs has increased considerably over the last 
ten years. Those Directors who were in their present posts about ten years ago, 
or even before, were running organisations which dealt with far smaller sums 
of money and did not generally have the complicated administrative in-house 
and agency arrangements that many have today. Jobs can grow more quickly 
than people. Some have learned and developed with their jobs better than 
others. None of them would admit to having become more remote or out of 
touch with what is going on in museums in the process: indeed they would 
argue that in the post of AMC Director they are far more aware of what is 
going on than most of their colleagues serving in particular museums. 



4.23 It is significant that those who have gone into these jobs in the last five 
years generally have more previous museum experience - most of them have 
run a middle-sized museum — and they do not see their appointments in an 
Area Council on a long-term basis but as a method of gaining a very useful 
broader experience for perhaps 4—5 years before going back into a museum 
or gallery at a more senior level. Among existing incumbents of these posts 
there are, of course, some AMC Directors who do not fit this pattern. We 
noted that in an Area where this applies a leading museum Director, familiar 
with the work of the Area Council, observed that he himself had never found 
it any disadvantage that an AMC director did not have a museum training. 



4.24 We consider that the overall direction of an AMC requires both 
curatorial experience and a high degree of administrative ability. Apart from 
the internal administrative responsibilities, many of the problems referred to 
AMCs are of an administrative nature. Normally we would expect the Director 
to combine these qualities, but such a combination is relatively rare to the 
required degree in one person. We recommend, therefore, that the post of 
Director should not be considered in isolation from the post of Deputy or 
Assistant Director (see section 4.29 below). Where one is strong on 
administrative ability, the other should be strong in curatorial experience. 
What is essential is that between them they should have a sufficiency of both. 
In what immediately follows we assume that the Director will probably come 
from the museum profession, but this should not be taken to mean that we 
think this should invariably be the rule. 



4.25 We were asked to consider how and at what level the post of AMC 
Director should relate to others in the museum world. We recommend that 
applicants for such a post should normally have several years’ previous 
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museum experience preferably in at least two different institutions and 
including considerable relevant experience of administration. Their 
background should preferably, but not necessarily, be on the curatorial side, 
but they must be capable of evaluating the overall needs of the area and of 
establishing priorities. They will very probably have been directors of medium- 
sized museums. The salary and status of the post of AMC Director should be 
such that the next level of job up the ladder could be that of Director of a 
major provincial museum or of a larger County Museum Service. Obviously 
there will be some difference between the Area Services according to the size 
of the annual budget and the numbers of staff and activities to be directly 
managed. We believe that the present upper salary level is about right but that 
some of the other posts do appear to be relatively underpaid. However, the 
fact that a post may justify upgrading should not be taken to imply that the 
present incumbent should necessarily be promoted in it. It may be appropriate 
to create a new post at a higher level or to reallocate work to a Deputy Director 
or elsewhere. We recommended that the job descriptions and salary scale 
ranges of the nine Director posts and their Deputies or Assistants should be 
re-examined. 

4.26 Our next recommendation may present some difficulties but we believe 
that it is crucially important. We recommend that an appointment to the post 
of AMC Director should be for a maximum of five years in the first instance. 
Our reason for this is not that AMC Directors get out of touch; the evidence 
for this is inconclusive and the truth is probably that they do not get out of 
touch with what is going on, although if they have come from the museum 
profession they may get out of touch with what it is like to be running a 
museum. Our concern is rather that the post of Director is an important one 
and does give influence and authority and that it is inadvisable in a body like 
an AMC for any one person to occupy such a post for too long. It is healthy 
for all concerned that there should be a reasonably regular change at the top 
of the organisation and that Directors should return to the museum 
mainstream before potential employers do regard them as being too out of 
touch. 

4.27 We are aware that limited term contracts are not yet generally accepted 
in local government agencies (although they are in relevant central government 
ones) and if after five years it is decided to extend such a term, the situation 
should be kept under regular review. But in the first instance the contract 
should be on a limited term basis. This would also provide an added safepard 
in the event of an AMC Director proving unsatisfactory and yet not within the 
scope of disciplinary and dismissal procedure. Area Councils are too 
important and the post of Director is too sensitive to run the risk of an 
unsatisfactory appointee as it were in perpetuity. 

4.28 There is certainly a difficulty, as throughout the museum profession, 
that the number of promotion prospects, even for outstanding candidates, is 
very limited. AMC Directors from a museum background may not find it easy 
to return to the mainstream of the profession at the appropriate level, and 
those from other backgrounds or who have largely grown up in the service of 
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an Area Council may have comparable difficulties. But if Directors are of the 
calibre we envisage we do not believe these problems will be insurmountable. 



Staff Structure and Salary Levels 

4.29 The main tasks of the Director will be to manage the organisation, to 
have an overview of the needs of and the priorities for the area, to co-ordinate 
the advice and the work of the various committees and panels, and (drawing 
upon the advice of Panels) to make recommendations to the Board of 
Management on financial allocations. He or she should be assisted by a 
Deputy or Assistant Director, who may well take special responsibility for a 
particular subject area, but who should be primarily engaged in providing help 
and guidance to individual museums. In what follows we are assuming that the 
Director is sufficiently strong in administrative ability (see 4.24) and that the 
prime requirement in his or her Deputy is for curatorial support. This person 
should be a fully qualified museum professional with previous museum 
experience in more than one such institution. As with the Director, we would 
not expect such a person to remain in post for more than, say five years, seeing 
it as a useful way of gaining a broader range of experience and some 
administrative experience before moving on to become Director in a medium- 
sized museum or Keeper in a larger one. The salary level should be at least 75% 
of that of the Director. We have already suggested (3.49) that those AMCs 
which do not have such a post should create one, and we recommend 
accordingly. 



4.30 Legal, financial and administrative work is generally dealt with by local 
authority personnel. The services provided by local authorities can represent 
a considerable hidden financial subsidy, as well as a very useful facility for 
minuting formal meetings, supplying specialist legal, personnel, payroll and 
pension work, and financial systems. Although the posts of Honorary 
Secretary and Treasurer are usually held by local authority chief officers, in 
practice the detailed work inevitably is delegated to more junior staff. 
Nevertheless the work should not be delegated too far down the line - it needs 
to be done properly and under proper supervision. Detailed arrangements vary 
and some Area Councils have been more fortunate than others. The fact that 
nearly all AMCs now operate under the provision of the Companies Act, 
employ commercial auditors and are, to a significant extent, trading 
operations, may make it more appropriate for them to move away from local 
governnient systems. However, we would not wish to discourage local 
authorities from helping in this way. Nevertheless we recognise that other 
constraints on local authorities may lead to more AMCs having to take on 

themselves in the years ahead. At the moment only 
AMSSEE attenipts to be self-sufficient in these respects. 



4.31 We make proposals in the next chapter which should lead to some sim- 
plification in financial procedures, and the advent of computerised systems 
should eventually make it easier for an Area Council to handle much of its 
own day-to-day financial work. But as long as Area Council’s staff continue 
to be employed under local government pay and conditions of service (which 
seem as good a system as any other) we would recommend keeping links 
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with an appropriate local authority personnel section. Provided there is a local 
authority input on personnel, payroll and pensions, most AMCs ought to be 
able to cope with no more than one person in an administrative/financial 
capacity. Whatever happens, we recommend that all AMCs should retain a 
post of Honorary Treasurer and that this should be occupied by a properly 
qualified person who should attend and report directly to meetings of the 
Board and have full access to all books and records. 

4.32 In addition to the Director and his/her Deputy and someone in an 
administrative capacity, some typing/secretarial and clerical help will 
obviously be needed, but for an Area Council of average size this should be 
the maximum number of administrative and professional staff needed. In a 
larger area, such as AMSSEE, additional curatorial posts are obviously 
desirable bearing in mind the number of museums to be serviced, and those 
AMCs actively involved in the mounting and touring of exhibitions will need 
some specialist technical staff to carry out this work. Other technical staff will 
be needed by those AMCs that are able to offer a better and more cost- 
effective service for their members by employing such people directly, 
although we have already stated our preference for conservation work to be 
done on an agency basis by staff based in museums, and for more design and 
display work to be done by outside contractors. 

4.33 Salary levels are based on those in local authority museums and 
determined by each Area Council. The Committee of Area Museum Councils 
(CAMC) collates information on an approximately annual basis. We received 
evidence from AMC Directors that the salaries they were able to offer junior 
conservators were not competitive with what such people were able to earn in 
local authority museums and elsewhere. There was an added difficulty in that 
AMC conservation work was not always as interesting and rewarding as that 
in other institutions, particularly the national ones. Similar comments were 
made about the salaries which AMCs were able to offer curatorial staff. 

4.34 The Wright Report recommended in 1973 that there should be a more 
uniform system of gradings and salaries throughout the museum profession 
based on common job descriptions. Although this has not been implemented, 
we believe that there is scope for regularising the scales of Area Council 
salaries. Nor is it always appropriate for the staff of an AMC to be paid in 
relation to the scales used for its own museum staff by whichever local 
authority happens to be providing its personnel services. The important fact 
to be considered is the nature of the job to be done in each instance — if Area 
Councils are to employ curatorial and other specialist staff to advise and help 
member museums it is essential that they be able to attract suitably qualified 
and experienced people who can command the respect of those already 
working in museums throughout the region. 

4.35 It would not be appropriate for us to make detailed recommendations 
on salary levels here. We do recommend that the CAMC should consider the 
overall position in the first instance and then, if necessary, discuss their 
findings with the Commission before seeking to implement them. The scales 
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used should obviously remain analogous to those in local government 
generally, and the salary scales to which individual posts are linked should be 
available on request to those requiring the information. As a safeguard against 
salaries becoming out of line we recommend that a list of all salary scales in 
operation in each Area Council should be submitted in confidence to the 
Commission each year. 



40 



Printed image digitised by the University of Southampton Library Digitisation Unit 



CHAPTER 5 



FINANCIAL MATTERS 



5.1 This chapter draws together a number of related topics which are central 
to the work and effectiveness of Area Councils. Some of the issues are 
complicated and it will take time before they can all be resolved, but there is 
considerable scope for simplification, and there are strong arguments in 
favour of more standardisation between Area Councils in financial matters. 
The recommendations in this chapter are, to a large extent, interrelated and 
should be considered as a package. 

The Treasury guidelines 

“The present system of grant aiding only on expenditure incurred 
by the Area Council itself is most inefficient, requiring ordering 
and cross ordering between a museum, a department of the local 
authority, the Area Council and a contractor or supplier. The two 
way flow of orders, invoices, delivery notes etc. can create an 
enormous wasteful administrative burden. ” 

5.2 The Treasury Memorandum of July 1966 extended the scope of the 
Government’s aid to cover up to half the cost of all Area Council schemes. 
But the emphasis was on support for co-operative schemes actually run by 
Area Councils themselves, with the result that it was Area Councils themselves 
that had to incur the expenditure in order to receive Government aid, and not 
their clients. Thus it is that in some areas it is the client who sends a cheque 
to the Area Council and not vice versa. If a museum wants some work carried 
out or a piece of equipment some AMCs still place the order on the client’s 
behalf and settle the bill for the gross amount. Even in the areas such as the 
West Midlands and South East where the client is generally allowed to place 
the order and is then sent a cheque representing the AMC’s contribution, the 
Area Council still shows the gross cost in its accounts as if it and not the client 
had actually incurred the expenditure concerned. It is true that some services 
are best provided by AMCs themselves doing the work and employing 
specialist staff to do it, and then asking museums to pay the cost of the 
subsidised service. But, as the years have gone by, the interpretation of the 
Treasury Memorandum has effectively prevented AMCs from simply giving 
grants towards the cost of approved projects as other similar agencies do. 

5.3 We believe that the climate of opinion and the level of competence within 
non-national museums have developed considerably since the mid-1960’s and 
that it is no longer appropriate for Area Councils to continue in what many 
of their clients regard as a paternalistic and bureaucratically cumbersome 
manner. The administrative convolutions of some of the processes outlined in 
the previous paragraph were widely condemned by museum directors and 
curators from whom we received evidence, as well as by some AMC Directors 
who were also keen to simplify the system. 
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5.4 To complicate the picture further the rules are applied differently in 
Scotland and Wales. The CMGs and CMW are allowed to offset all their 
administrative expenditure against their Government grant and hence the 
CMGs is able to offer services with a subsidy of 50%. (In order to spread its 
limited funds further the CMW decided to only offer a 45% subsidy, though 
it sometimes offers less). The English AMCs are only allowed to cover one half 
of their administrative expenditure using Government grant, with the result 
that the rest of it has to be covered by income raised from other sources. The 
same income also has to be used to cover excess losses made on any other 
activities, so that none of the English AMCs can afford to pass on the 
Government’s subsidy at the full rate of 50% as in Scotland. Some claim to 
offer a 50% subsidy but levy a separate “service charge” to cover overheads, 
thus reducing the effective subsidy offered. In practice the seven English 
AMCs supply goods and services with a subsidy ranging from 40% in the 
South East to 45% in the South West. Most offer around 42% or 43%. 

5.5 An analysis of published accounts shows that on some services, 
particularly in-house conservation and advice, the subsidy level is actually far 
higher than 50%. This is made possible by income from subscriptions and, in 
some instances, investments. Unfortunately, the fact that every Area Council 
presents and publishes its audited accounts in a different way has rendered it 
impossible for us to make exact financial comparisons. 

5.6 Another result of the Treasury guidelines, and one which permeates 
government and local authority accounting, is the requirement to spend the 
total funds available within the financial year concerned. There is no provision 
for unspent grants to be carried over from year to year. The result is a wasteful 
and administratively complicated system of annual reallocations of funds as 
the financial year draws to a close, with unspent balances all too often being 
re-allocated to those projects most able to use them quickly rather than to 
those schemes which most need the money. Nor is it always possible for Area 
Council’s Boards of Management to assess properly the redestributions or for 
the individual members ever to know what was finally decided. We heard 
criticism from museum directors and curators, and even from members of 
AMC Boards and other Committees of the way in which these reallocations 
take place. Any unspent grant which does appear in the audited accounts of 
an AMC is recouped by the Office of Arts and Libraries from the following 
year’s payments and then redistributed to other AMCs. This can easily upset 
the most carefully prepared budgets; for the juggling necessary to ensure that 
an AMC’s accounts balance is already considerable. 

The 50% Rule 

5.7 The final legacy from the original Treasury guidelines, and one that still 
looms very large today is the so-called 50% rule. It is a cardinal principle 
attached to many types of government grant that aid should not exceed 50% 
of the cost of a project, or that the Government will match money raised 
locally on a £ for £ basis. For museums and galleries this has acted both as 
a carrot and as a stick, and the prospect of receiving £1 for 50p (or even for 
60p) is still a remarkable and often a very necessary inducement. But, whereas 
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in other fields funding agencies have gradually reduced the proportion of their 
contributions as government support declined in real terms, this does not seem 
to have happened among Area Museum Councils. It may be because AMCs 
did not see themselves as grant giving bodies, but rather as providers of 
services, that they have generally maintained their subsidy as a regular 
proportion of the cost of the services provided. In the meantime museums 
have become accustomed to expect Area Council support at an automatic 
40% -50% of the costs involved. 

5.8 In practice it is impossible for AMCs to meet all the requests they receive. 
The lists of eligible “bids” or applications with matching money available 
locally would invariably use up more than double what AMCs have to 
allocate, whilst the actual conservation work that needs to be done and for 
which the local funding share is available far exceeds the level with which 
AMC’s own in-house services and outside agencies can deal. Some schemes are 
ruled out as being too big: a number of Area Councils have a ceiling limit on 
the gross cost of projects which they will consider or help. Faced with a large 
application the attitude of most AMC Directors is to divide the scheme up into 
a number of separate smaller projects and then select one of these for aid, thus 
maintaining the standard percentage grant level. There seems to be resistance 
to offering a smaller percentage contribution towards the complete scheme. 

5.9 Whilst some of the larger projects may still go ahead without an AMC 
contribution at 40-50%, the smaller museums are not so fortunate. In the 
evidence we received there was a constant cry for more flexibility and for top 
priority applications from smaller, less well-off museums to be subsidised at 
rates greater than 50%. There was some demand even for 100% grants; 
indeed, AMSSEE already makes a limited number of such grants, albeit of 
very small sums of money. The CMOS generally supports projects at 50% but 
has power to award individual grants up to a maximum of 75% in consultation 
with the Scottish Education Department. What undoubtedly causes 
complaints among museums is that some AMCs operate on a more flexible 
basis than others. It is clear to us that similar museums should be treated 
similarly regardless of their location. 

AMCs and VA T 

5.10 In practice the net result of some fairly complicated procedures is that 
relatively little of the VAT paid out by AMCs and their members is not 
recovered, but as usual with Area Councils, the procedures are not uniform 
and local Customs and Excise offices have arrived at different interpretations 
of the law. 

5.11 As Area Councils themselves fall within the trade classification 8799 
(“other professional and scientific services”) they are able to reclaim any VAT 
that they pay out. However, they do act as collecting agencies for the VAT 
they have to charge in respect of services rendered to museums, and (it would 
appear) they do have to levy VAT on the subscriptions that they charge 
members. Local authority members are able to reclaim VAT paid out, and 
most independent museums which are of sufficient size to register for VAT are 
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also able to reclaim the tax. It is only the small museums, of which the annual 
turnover does not reach the required level (currently £18,700) and which have 
not registered, that are unable to reclaim the tax. In some parts of the country 
such museums actually constitute the majority of AMC members, though the 
amounts of money and VAT involved are relatively small. When dealing with 
museums which cannot reclaim VAT, it is open to Area Councils to increase 
their grants accordingly and we recommend that this practice be generally 
adopted. 

5.12 There is an important distinction to be made between the direct 
provision of services for a museum and the provision of a grant or donations 
towards the cost of such services. No VAT is chargeable by an Area Council 
on a grant or donation made towards expenditure that is actually being 
incurred by a museum or museum authority. However, if the AMC places the 
order itself on the museum’s behalf it does have to charge the museum VAT 
on the net-of-grant cost of the goods or service it is providing (even if the 
actual supplier of the goods or service is not registered for VAT). The AMC 
also has to charge VAT on the “service charges” which it levies to cover its 
own overheads. Those services which really are provided by AMC in-house 
staff, such as conservation, or design and display, and exhibitions for hire, are 
of course subject to VAT on the full amount charged in the normal way. 

5.13 A ruling by the local VAT Office in Bristol in 1982 forced the AMCSW 
to change its former procedures whereby clients were asked to send in their 
contributions towards the cost of projects in advance, to a system whereby 
invoices in respect of approved projects are paid directly by the museum 
concerned. Following an approach from the VAT Administration Directorate 
in London, the Commission undertook a fact-finding survey which revealed 
considerable inconsistencies between AMCs on the treatment of VAT. In an 

to remove the problems that were arising the Commission suggested 
that Area Councils should be treated like local authorities for VAT purposes 
(i.e. exempted) in accordnce with Section 15 of the 1972 Finance Act This has 
been turned down by HM Customs and Excise on the grounds that Area 
Councils are not local authority organisations and also fund non-local 
authority institutions. We understand that local Customs and Excise Offices 
have now been asked to look again at each AMC in the light of changes in the 
VAT law and decisions by the Courts and Tribunals. In particular, the VAT 
Act of 1983 consolidates a number of previous provisions including one 
relating to the treatment of subscriptions. ^ 



5.14 It would not be appropriate for us to suggest how HM Customs and 
Excise should interpret VA^T legislation, or for us to anticipate the outcome 
of the local investigations that are now taking place. But we recommend that 

f Customs and Excise and with representatives 

of the AMCs at an appropriate state to recommend that rulings are applied 
on a uniform basis and to help resolve any points of difficulty or potential 

s1Zl fieraV"‘'“T VAT regulations may be further 

Simplified as a result of our recommendations in the next section. 
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A simplification in the procedures 

“As I understand it from colleagues in other departments of the 
local authority, this is the only government grant which is received 
in such a cumbersome way. ” 

5.15 The Treasury Memorandum refers to the mechanics for distributing the 
Government’s grants and sets out the types of project which Area Councils 
may support. It was last revised in 1976/77 and published as Appendix D to 
the Commission’s 10th Report. Over the years a certain amount of “case law” 
has been established to supplement it, though, unfortunately this does not all 
appear to have been recorded and there is some inconsistency between what 
different AMCs will support. 

5.16 Following an extensive period of discussions a working party with 
representatives of the Area Councils and the Commission met in 1979 to 
consider revisions to the rules for the use of the Exchequer grant. A revised 
draft memorandum suggesting a number of changes was submitted by the 
Commission to the Office of Arts and Libraries early in 1980. The OAL’s 
response to this was a further revised draft memorandum which met a number 
of the Commission’s suggestions, but subsequent negotiations were effectively 
halted by the statement by the Minister for the Arts in 1981 in which it was 
announced that the Commission was to take over responsibility from the OAL 
for administering the Government’s funding to Area Councils. Later it was 
agreed that we should consider the matter further in this review. 

5.17 We now understand that as soon as the Commission’s own legal and 
constitutional status has been resolved, decisions on the mechanics and on the 
eligibility for aid of different types of scheme will generally rest with the 
Commission, rather than with the OAL or Treasury. Certain broad principles 
laid down by the Treasury will obviously have to be complied with, but the 
guidelines will in effect cease to be a Treasury document and will become a 
Commission document. We understand that it is aimed to complete the legal 
incorporation of the Commission and for it to become a grant-in-aid body by 
the beginning of the financial year 1985/86. The recommendations outlined 
below are made in anticipation of these developments. 

5.18 Over the years unnecessarily complicated systems have developed and 
there is a general desire for simplication. The complications probably arose 
because it was originally assumed that Area Councils would be simply 
providing services for their members rather than financial assistance. In 
consequence, the Government’s financial contribution was defined as a 
proportion of the expenditure incurred by AMCs, rather than as a proportion 
of expenditure incurred by their clients. We recommend that any revised 
guidelines should reflect this change. 

5.19 We recommend that there should be a far clearer distinction between 
those services which it is actually necessary for AMCs to perform themselves 
and the other types of activity which are really best undertaken by museums 
directly. Activities such as the provision and organisation of a programme of 
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touring exhibitions are obviously best done centrally. Some AMCs may still 
find it necessary to employ their own staff to carry out conservation or design 
and display work. Likewise it may be more convenient for AMCs to continue 
to deal directly on behalf of members with those museums where they have a 
formal conservation agency agreement. These are all in effect trading 
operations and we recommend that they be separately costed and identified in 
Area Council’s audited accounts. This is already done to a degree, but the 
extent to which such activities are cost-effective or need to be subsidised over 
and above the 50% normal limit is not always clear. 

5.20 We recommend that the practice whereby some AMCs still place orders 
with outside organisations on behalf of members for other goods and services 
should cease. The normal procedure should be for detailed applications to be 
discussed with the Area Council and, if approved, for the AMC to offer its 
contribution as a grant towards the costs involved and on whatever reasonable 
conditions the AMC thinks fit. It may well be appropriate for AMC staff to 
give detailed advice and guidance to a smaller museum and to have some 
oversight of the work taking place, but the legal responsibility for placing the 
contract and settling the bill should rest with the individual museum or 
museum authority. Payment of the AMC’s contribution would be made on 
completion of the work (or possibly in instalments depending upon the size of 
the job) on submission of a copy of the invoice from the supplier. Indeed this 
is what already happens in most Areas and it seems to work more smoothly 
and has saved a lot of administration. 

5.21 It may be argued that such changes will reduce the ability of Area 
Councils to scrutinise what members are doing and will put more burden on 
individual museum directors and curators. We believe that such a move is 
highly desirable and that museum directors and curators should generally take 
such responsibility. The saving in paperwork and administration alone should 
make such a simplification worthwhile. It will still be possible for an AMC to 
exert sufficient control where necessary, by refusing to offer aid or by 
withholding payment if the terms of its offer have not been complied with. 

5.22 We recommend that the 50% ruling should be applied more flexibly, 
and that Area Councils should be able to make contributions at a lower 
percentage level where it seems justifiable, and should not automatically 
attempt to divide up projects and then only support one aspect of them. There 
may well be applications where a grant of 25% or less will be sufficient 
inducement, and still provide the AMC with sufficient authority to give advice 
and ensure that work is being carried out properly. Likewise there should be 
more scope to make grants at a higher level than 50% where the circumstances 
justify such action. However we do not consider that this should happen for 
projects costing more than £10,000, and we suggest that no more than 10% 
of the total budget available for grants (as opposed to other activities) in any 
one year should be available for offering at a subsidy level of more than 50%. 
In order to ensure that the total Government contribution does not exceed half 
of the combined cost of all projects aided, it will obviously be necessary for 
some projects to receive AMC grants at less than 50% of their costs. 
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5.23 At present all except two of the Area Councils manage to show the total 
‘gross’ cost of all projects aided or work undertaken in their audited accounts. 
This is done in order to demonstrate that the Government’s funds have indeed 
been matched by money raised locally. An accounting convention seems to 
have been developed which thus enables those Area Councils which do not 
insist on placing orders on their client’s behalf to include in their audited 
accounts considerable amounts of expenditure and income which they did not 
actually incur or receive. We do not understand how this practice came to be 
accepted by Treasurers or Auditors, and recommend that the audited accounts 
of AMCs should simply reflect income and expenditure for which AMCs are 
themselves legally accountable. In order to satisfy the Treasury requirement 
that the overall grants total should not exceed 50% of the combined cost of 
projects aided, we recommend that all AMCs should publish in their audited 
accounts a list of grants given, together with a note of the combined total cost 
of the schemes involved. Auditors should be asked to include this statement 
in the scope of their annual audits, and to report separately on this to the 
Commission each year. 

5.24 In our view the trading activities of an AMC are the only part of its 
activities on which VAT should need to be charged. It may be that for some 
AMCs once other activities are excluded the annual turnover will not be high 
enough to necessitate registration for VAT at all. Areas such as the South West 
and the West Midlands may be able to de-register and no longer have to charge 
their members any VAT. 

5.25 We recommend that Area Councils should be allowed to carry forward 
provision for grants not paid in one year, but we do not advocate that this 
should happen on a large scale. However, projects are sometimes delayed and 
we recommend that AMCs should have discretion to carry forward money that 
is committed to a project on which considerable work has been done but which 
has not been completed by the end of the year. We realise that this reform and 
our next recommendation may have to wait until the Commission itself 
receives grant-in-aid status. We were told in evidence that there are major 
projects which cannot possibly be completed in one year and which have to 
be phased over a period of years. At present Area Councils are only allowed 
to commit money for one year at a time. We recommend that in exceptional 
instances they should be allowed to commit funds in respect of future years 
towards the cost of a large scheme, so that their clients may know at the outset 
the total extent of AMC support that they may expect to receive. There are 
precedents for such arrangements, although we recognise that the detailed 
provisions would have to be agreed with the Government. 

5 26 The other topic which needs to be considered is that of service charges, 
or the way in which Area Councils seek to fund that proportion of their 
administrative overheads and other costs which are not covered by 
Government grant. Plainly it would not be acceptable to levy a service charge 
on grants given, although it would be necessary for Area Councils to maintain 
their present practice of providing subsidy at an average rate of less than 50% 
if their overheads and the cost of subsidising other services were such that they 
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could not afford to offer grants at the 50% level. However, we do not feel that 
museums in different parts of the country should be disadvantaged because the 
Treasury rules are interpreted more favourably in Scotland and Wales, or 
because some Areas are able to spend less on administration than others. We 
recommend that a basic sum to cover overheads should be met in full as a first 
charge against the Government grant that all Area Councils receive. The 
Commission recommended in its 1978 “Framework” Report (at 15.24) that 
the salaries of Area Council Directors should be met at 100% from the 
exchequer grant: we would go further than that now, and recommend that an 
allowance should also be made for the salary of the Deputy or Assistant 
Director and for one other member of administrative staff, as well as a 
contribution towards rent, rates and other overheads relating to these three 
posts. Precise details would require further discussion, but we would envisage 
that the average such allowance would be around £40,000. Salaries and 
administrative expenditure up to whatever figure is agreed would be met in full 
from the Exchequer grant: only one half of such expenditure above this figure 
would be rnet in this way. Obviously if an AMC chose to spend more on 
administration it would have correspondingly less available to spend directly 
on grants and services and might not be able to offer subsidy at the full 50% 
level. Such a system should provide an added incentive to keep administrative 
costs at a minimum, and yet allow for basic advice and visits to member 
museums to be provided free of charge (as recommended earlier at 3.46). If 
this recommendation was implemented in England it would obviously be 
desirable for the CMOS and the CMW to be treated on the same basis. 

5.27 We mentioned earlier that, whilst there are some similarities in the 
audited accounts published by each Area Council, they do differ and it has 
been impossible for us to carry out any detailed comparisons on the basis of 
these figures. Nor does the fact that AMCs operate at different scales and in 
different ways make comparison easier. Some of these accounts could be 
better presented and are difficult to understand. The inclusion of income and 
expenditure not even incurred by the Councils themselves makes the overall 
result even more confusing, if not misleading. Accordingly, we recommend 
that all Area Councils should present their audited accounts in an agreed 
standard format; this should be prescribed by the Commission, with the help 
of expert advice as it sees fit. 

Subscription Income 

“Increasingly local authorities are looking to the Area Service for 
direct financial benefit to themselves, and occasionally even 
threaten to resign if they do not get, in any one year, more income 
in grants into their own accounts than they spend in 
subscriptions. ” 



5.28 Area Councils were set up to provide a means of collaboration between 
different authorities to develop museum services for the benefit of the public 
as a whole. Before the late 1960s when the injection of Government funding 
became sigmftcant, subscription income was a very important means of paying 
for services. Today it invariably represents less than 15% of the grant income^ 
and m some instances is nearer to 5% or less. But the scales charged to 
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different categories of member vary widely and the fact that some local 
authority members are expected to pay significant sums of money does 
undoubtedly colour their attitude to the Area Council in terms of what they 
expect to get in return for their contribution. In the North West the five 
County Councils agreed to pay as “subscriptions” in proportion to their 
populations an agreed amount each year to cover the anticipated deficit. In the 
South West there are no subscriptions, though a number of local authorities 
make voluntary contributions to the Area Council each year. The rates paid 
by Universities range from £370 in the North to £55 in the East and West 
Midlands. Those paid by Independent and Regimental Museums also 
vary -most AMCs operate a sliding scale of subscriptions based on annual 
visitor numbers or financial turnover. 

5.29 It is clear to us that even if the amounts of income generated by 
subscriptions are not large, it is important that institutions should pay 
something for their membership and the entitlement that it brings for free 
advice and the opportunity to participate in and benefit from the activities of 
the Area Council. But the subscription levels should not be such as to deter 
institutions, particularly local authorities, from seeking membership; nor 
should the level cause them to seek to make a financial “profit” each year 
from their membership. We would prefer subscriptions to be at a “nominal” 
level, but, financially, this is probably not feasible. The income derived from 
subscriptions should be used mainly to support AMCs’ advisory services, and 
work such as travelling exhibitions and training courses - in other words those 
services from which all museums may expect to derive some benefit. 

5.30 We recommend that subscription rates should be standardised across 
the country for different types of member authority and based on museum 
financial turnover, rather than on populations. We suspect that at the moment 
local authorities are being expected to contribute a rather disproportionate 
part of the total subscription income, and that there may be scope for this to 
be reduced, and for some of the larger independent museums in certain parts 
of the country to pay rather more. We recommend that further consideration 
be given to a restructuring of subscription charges and that this should be 
implemented over a three year period and, if possible, standardised across the 
country. 



Sponsorship 

5.31 Whilst income from sponsorship may never be a significant source of 
additional income for Area Councils, the opportunities to attract such support 
should not' be overlooked. A number of AMCs, particularly the one in 
Scotland, have been successful in securing sponsorship for their own travelling 
exhibitions and publications. Individual museums are probably able to offer 
a wider range of sponsorship opportunities, but AMCs service a wider 
catchment area and may thus be able to give greater exposure to a sponsor’s 
name. The Association for Business Sponsorship of the Arts is anxious to 
encourage more of its members to work with museums and galleries, and the 
Government has recently announced powerful new financial incentives to 
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stimulate sponsorship. Area Councils should review their activities with this in 
mind and be equipped to give advice to their own members. 



The distribution of funds between Area Councils 

‘Tt is in the nature of a plan always to be wrong. No doubt 
something of the same kind could be said of formulae. ” 



5.32 This is a vexed question, and one that has caused considerable concern 
to individual AMCs and to the Commission. In the days when the Government 
grant for England was divided up by the Office of Arts and Libraries, the 
Commision had an advisory role, though with the level of Government grant 
increasing rapidly in the early 1970’s there were rarely any problems. There 
was a difficulty though that some AMCs expanded more quickly than others. 
Later the Commission invited the English Area Councils (through the CAMC) 
to agree between themselves the division of the grant and to make 
recommendations on its distribution to the Commission and the OAL. There 
was also a rather cumbersome Committee consisting of representatives of the 
Commission, the OAL, the Area Councils, and bodies such as The Museums 
Association and local authority associations. This considered, among other 
things, the annual estimates of the AMCs. When the Government grant 
stopped increasing at the end of the 1970’s the demand on AMCs continued 
to increase as more of their members decided to take advantage of the services 
pailable. It became more difficult for the CAMC to secure the agreement of 
its members on how the money should be divided. Various formulae were 
suggested and in September 1982 the Commission, which had now assumed 
greater responsibility, commissioned Dr Richard Lucking of the University of 
Bradford to report on and prepare a basis for allocating funds between the 
English AMCs. 



5.33 Dr Lucking’s report, which was prepared in under a month of intensive 
work, recommended a formula which was adopted by the Commission for 
partial implementation in the 1983/84 financial year and for full imple- 
mentation the following year. Reactions from Area Councils inevitably were 
mixed for, whilst some benefited, others were to suffer a small proportionate 
reduction in their share of the funding. There was also some criticism of the 
elements included in the formula and the relative weightings attached to them, 
The formula is complicated and we do not intend to comment on its details. 

ut it is c ear that any such formula will be open to some criticism and we 
agree with the Commission and with Dr Lucking himself that the formula 
Should be allowed to operate for three years i.e. until 1985/6 before any review 
IS undertaken. However there is provision in the formula for certain elements 
;^Particular the allowances for ‘bids’ by member museums by 
which the local demand for services is measured. We recommend that this 
element the extent to which AMC members are able to substantiate appli- 

updated in the formula when calculating 
allocations for the 1985/86 year. We also recommend that during that year a 

undertaken to see whether any adjustments 

are desirable for future years. 
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5.34 Whilst the distribution of funds between the seven English AMCs may 
benefit from further modification, the relative funding of their counterparts 
in Scotland and Wales has given us far more cause for concern. Their funding 
originates from the Scottish Education Department (SED) and the Welsh 
Office, and the Commission is not directly involved. Nor does there appear to 
be adequate liaison between those Departments and the Office of Arts and 
Libraries in London. We appreciate that the Government’s timetable for 
announcing its grants makes this difficult, and that circumstances and 
priorities in Scotland and Wales may differ, but there have been anomalies in 
the distribution of funding. We recommend that the CMOS and the CMW 
should send copies of their grant applications to the Commission and that the 
Commission should advise the SED and the Welsh Office on them in the same 
way that it already advises the OAL on the English AMC applications. 
Likewise we recommend that the OAL should inform the SED and the Welsh 
Office in advance of its proposed allocation to the Commission for the English 
Area Councils. 

5.35 We considered an alternative arrangement which already operates with 
the Arts Council of Great Britain and its Scottish and Welsh counterparts and 
which would undoubtedly be simpler. On this pattern the OAL would allocate 
a total sum direct to the Commission for all of Great Britain. The Commission 
would then offer grants direct to the CMGS and the CMW, thus effectively 
bypassing the SED and the Welsh Office. Although such an arrangement 
might be open to political objections, we believe it would be administratively 
simpler and that it would lead to a fairer overall distribution. There is strong 
evidence that the CMGS and the CMW have suffered under the present 
arrangements compared with their English counterparts. A new centralised 
system could possibly also be extended to take account of the new Area 
Council now proposed for Northern Ireland. 

5.36 The Commission’s 1981 “Report on Museums in Wales”* suggested 
that, in order to obtain comparability with the English AMCs, the CMW’s 
grant of £77,000 in 1980-81 should be increased fourfold. Since then its 
grants have risen substantially to £205,000 in the current year 1984/85, which 
compares favourably with what it would have received had it been treated on 
the same basis as the English AMCs under the Lucking formula. The CMGS 
has been less fortunate - its actual grant for 1984/85 is £276,000, whilst under 
the Lucking formula it would have received £442,000. The true discrepancy is 
greater than this, for the CMW and the CMGS, unlike the English Area 
Councils, have to set aside provision for capital grants from within their 
allocations. The Commission administers capital grants direct to individual 
museums in England. Whatever criteria are applied it would appear that the 
grant to the CMGS falls far short of those of other Area Councils, and we 
recommend that the Scottish Education Department give priority to increasing 
it to a comparable level. 



* HMSO ISBN 0 11 290368 1 
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Value for money and cost effectiveness 

'‘Rarely has any Area Council debated the policy of its grant giving 
role, reviewed its grant giving performance and the results, 
examined in depth the curatorial needs of its membership, or 
considered the future policy needs of the museums making up its 
membership. ” 

5.37 We have no hesitation in stating that Area Councils have proved an 
effective and successful means of channelling much needed Government aid 
to non-national museums. The fact that we have been critical of their method 
of operation and have recommended changes, in this chapter and elsewhere, 
does not contradict that statement. Our recommendations have been directed 
towards removing inconsistencies and simplifying the procedures. 

5.38 But we share the concern of many of those who have submitted evidence 
to us that little attempt appears to be made to assess the cost effectiveness of 
activities. This applies to conservation, in-house design and display, and 
exhibitions, as well as to wider policy issues and programmes. Our 
recommendations at 4.13 for Review Panels in each Area Council, and at 
3.12-14, 3.18 and 3.25 relating to conservation, design and display, and 
exhibitions, are intended to help correct this. When the activities of individual 
AMCs are more in line with each other and their accounts are presented on 
a comparable basis it should be easier to make judgments about respective 
performances. 

5.39 There are opportunities for self-examination and comparison at 
meetings of the Committee of Area Museum Councils, but regular objective 
assessment from outside is lacking. A review such as our own or research like 
that of Dr Lucking may help, but we believe that what is needed is a more 
regular and structured overview of all AMC activities. We recommend that the 
Commission should assume a more active role in assessing the work and 
effectiveness of Area Councils, including those in Scotland and Wales. Such 
a function is entirely in keeping with its UK role and its position as the major 
paymaster, and we believe that the Commission could exercise it without 
interfering unduly with the autonomy of AMCs. We consider the role of the 
Commission further in the next chapter. 
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CHAPTER 6 



area councils relationships with other 

ORGANISATIONS 



The Museums and Galleries Commission 

“It was clear that Commissioners did not basically understand how 
Area Museum Councils work, and communications between the 
Commission and Area Museum Councils was clearly 
unsatisfactory. ” 

6.1 It is not for us to comment on the validity or otherwise of this statement, 
but clearly a mutual understanding and close communication is essential. It is 
also important that the distinction between the Commission and AMCs be 
maintained, and we deprecate any suggestion that Area Councils are mere 
branches or agents of the Commission, or channels through which individual 
museums must pass in order to reach the Commission. The Cornmission, with 
its limitations of staffing and professional expertise, has sometimes tended to 
expect Area Council staff, particularly their directors, to act as advisers; some 
AMC Directors are probably not unwilling to see themselves in such a role. 
Questions addressed to the Commission which relate to individual rnuseums 
are often more easily answered by the relevant AMC. It would be difficult for 
the Commission to allocate its capital grants or a special conservation fund 
without calling upon the advice of AMC Directors, and it would be foolish for 
the Commission to duplicate their work or fail to consult with them. The 
Commission should be careful not to regard AMCs as its servants or as its sole 
source of advice on regional museum matters. It is free to deal or consult with 
whomever it chooses, including individual museums. In the same way we 
consider that Area Councils should guard their own independence and not be 
seen as creatures of the Commission. 

6.2 The Commission as holder of the Area Councils’ purse strings, and with 
its close links with the Government, from which the funding originates, has 
important responsibilities. It will be clear from this report, and particularly 
from our comments at the end of the last chapter, that we believe that the 
Commission should exercise its monitoring function to ensure value for 
money. 

6.3 We recommend that the Commission should be entitled to nominate one 
person to serve as a full member of each Area Council and its Board of 
Management. Similar nominations are already made by the regional museum 
Federation in most areas and, in some areas, by the Museurns Association. 
The nominees of the Commission would be people respected within the region 
and chosen for their objectivity. They could have previous local government 
or public service experience, or be former senior museum professionals. They 
should not be serving museum professionals. It would be open to each AMC 
to suggest suitable names to the Commission. The nominees would not 
represent the Commission, though they would obviously have access to it. 
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Similar appointments should be made by the Commission in Scotland and 
Wales, in consultation with the SED and Welsh Office since they are at present 
the funding authorities. 

6.4 In order to provide a closer day to day link with the Commission, we 
recommend that all Area Councils should be required to send to the 
Commission copies of papers for all General Meetings, and those of the Board 
of Management and the Review Panel. The Secretary of the Commission or 
a delegated staff member should be entitled to attend such meetings as an 
Assessor. It is worth noting that the SED and Welsh Office already operate 
such a system, and that OAL representatives used to attend such meetings in 
England on an occasional basis. The Assessor would have no voting powers 
but would be entitled to speak on behalf of the Commission and would report 
back to it. 

6.5 Finally we recommend that all AMCs should be required to submit to the 
Commission each year audited accounts and annual reports, together with 
their detailed applications for government aid. They should also be required 
to submit an annual report by the Review Panel on the effectiveness of the 
previous year’s performance and on policies and priorities for the forthcoming 
year. These reports should be in a standardised form so that AMCs may more 
readily be compared. This should increase the experience of the Commission 
when dealing with AMCs, and thus benefit them as a whole. 



The Committee of Area Museum Councils 

6.6 For rnany years the Chairmen of Area Councils have been invited to 

meetings with the Commission to discuss matters of mutual interest. Their 
Directors ^were also allowed to attend as advisers, though originally not to 
peak. A Committee of Area Chairmen” was informally established as they 
began to meet with each other on a more regular basis, and the AMC Directors 
aho started to hold informal meetings between themselves. Today, known as 
the Committee of Area Museum Councils, it elects a Chairman, and is serviced 
on a part-time bpis by a local government officer. It meets several times a year 
and IS attended by all Chairmen and Directors and its Secretary. The Directors 
meeting? ^ basis and have elected one of their number to chair their 

6.7 The Commission has never been asked to recognise this body, and still 

Howevt°rv Chairmen on an individual basis. 

However hey bring their directors with them, and a member of the CAMC 

mTednTw^^ are generally d^cussed within CAMC in advance of the 
meeting with the Commission. We believe that in this way it serves a useful 

fSmsTful suggested a number of subjects in which it could 

aLm^frfr, J work (3.14). It could also be an 

SbKaf»« “ consideration of such questions such as 

mor^^uf^^^^ proposed registration scheme, and, 

more generally, for fostering greater cooperation and unity between individual 
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Area Councils. Obviously the Commission also has responsibilities in these 
matters. 

6.8 We consider it to be in the best interests of all concerned that the CAMC 
should continue to operate on a fairly informal basis. It should not, in our 
view, seek to override the independence of individual AMCs on the one hand 
or to take over functions of the Commission on the other. We do not envisage 
that the CAMC should handle or control funds or develop into an 
autonomous body with a constitution or a life of its own. Whilst the CAMC 
may well provide a convenient forum to co-ordinate the views of its nine 
members to the Commission (and to other bodies), we recommend that the 
Commission should maintain its present practice of meeting the Area 
Councils’ chairmen and directors as individuals, rather than as the CAMC. 
We regard it as important that Area Councils, as well as all museums, should 
continue to have direct access to the Commission (and vice-versa), and that 
individual AMCs should not feel inhibited from ‘stepping out of line’ at joint 
meetings with the Commission. 

6.9 There is another reason for our suggestion that the CAMC should 
continue on a voluntary and informal basis. We mentioned earlier that many 
of those working or active in the museum profession were concerned that Area 
Councils were appearing to be too powerful and influential, and were tending 
to forget the fact that they were set up by museum authorities to serve them. 
The formal existence of the CAMC as an apparently still higher tier of power 
and authority with views of its own could cause disquiet in some quarters and 
serve to increase suspicion of Area Councils. The CAMC cannot be the voice 
of non-national museums. In our view the CAMC role should be restricted to 
facilitating greater cooperation and communication between Area Councils 
and thus, indirectly, providing a better service to AMC members. 

Relationships with different types of Museums 

“I think it is obvious that a scheme of this sort will tend to help 
the smaller museums most, for in the main they require it most, but 
already there is ample evidence that many of the larger museums 
will benefit”. (Alex Camming in 1960) 

6. 10 Although this whole report is ultimately concerned with the relationship 
between AMCs and their members, we have a number of specific comrnents 
on the problems faced by different types of museums and on the criteria 
applied for accepting institutions into membership. 

6.11 Relations between Area Councils and the National Museums and 
Galleries vary widely. In Scotland the main national institutions in Edinburgh 
nominate three members of the CMOS Board of Management and their 
museums house the CMOS conservators. The links between the CMOS and the 
national institutions are close and good, although the CMOS, unlike its 
English counterparts, has a more political and strategic role which may 
embrace the roles of the national institutions. Similar links could have been 
established in Wales between the CMW and the National Museum of Wales. 
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The national institutions in England generally have very little direct contact 
with Area Museum Councils, and we received no evidence from any of them. 
There are a few exceptions such as those staff who administer the purchase 
grant funds, and AMSSEE has close links with the Museum of London. There 
has also been some contact between individual AMCs and national institutions 
relating to specific travelling exhibitions. However the national institutions 
have developed some significant links with individual museums and galleries 
in the provinces, and these are much to be encouraged. An example of how 
they could possibly help AMCs is in the secondment of curatorial staff on a 
short term basis to work as peripatetic curators if specifically funded (see 
3.43-44), Staff employed in the various national museum outstations might 
usefully be drawn upon to serve as Panel members: there may be other ways 
in which contacts can be increased. 



6.12 Relations between AMCs and their largest local authority and 
University Museum clients have been difficult in some parts of the country. 
One reason for this stems from a lack of money. Whereas a contribution of 
£10,000, which is a large sum in AMC terms, can have an important impact 
within a medium sized museum, it is relatively insignificant for a larger 
museum or a county museum service, many of which have an annual turnover 
in excess of £lm. The biggest government grant to any of the Area Councils 
is only £425,000 and AMSSEE has 600 museums to look after. In the West 
Midland Area with a grant of £205,000, two museums, Birmingham and 
Ironbridge, both have turnovers in excess of £3m. The North West probably 
has the larpst concentration of all, with the Merseyside County Museums and 

Art Galleries and major City, University and County funded organisations of 
national importance. 



6.13 In some parts of the country these larger museums tended to hold back 
from making demands on AMCs in the early days, but as local authority 
budgets began to contract in real terms and they saw AMC funding growing 
and smaller museums benefiting, their own demands increased. Faced with 
these new pressures many AMCs reacted by placing an effective limit on the 
amount of funding they were prepared to put into any one museum at a time. 
The result today is a series of block grants which the large museums are 
allowed to spnd against whichever approved scheme or schemes they wish. 
Sometimes they receive additional “windfalls” at the end of a financial year 
when some other smaller museum is unable to spend its allocation in time, but 
plainly the situation is unsatisfactory. The pressure from powerful local 
authority members to ensure that their authority receives its “share” each year 
m exchange for its subscription and support has resulted in an annual carve-up 
element of some AMCs’ budgets, and reduced the scope for 

Mil genuinely urgent applications or to assist with projects 

which local authorities may be reluctant to help. 

('^hich has never charged 
Th mamtam proper flexibility in its grant-aiding 

an/aiH Sr' Contributions to any one scheme, 
and aid for some major projects has even been phased over more than one 
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financial year. There has been a policy of awarding major grants to high 
priority schemes on a one-off basis, with other major clients receiving little or 
nothing in those years. The larger museums in the South West are generally 
smaller than those in other parts of the country, but, thanks to the spirit of 
mutual cooperation and understanding that exists there, museums of the size 
of those in places such as Devizes, Salisbury, Bath and Exeter have received 
double or treble the amounts awarded to major institutions, in some instances 
of national standing, in certain other parts of the country. No organisation 
should be assured of receiving annual contributions as of right. We 
recommend that grants should always be awarded on merit and on a project 
basis, and that the practices of allocating annual block sums to certain 
institutions and of having a fixed upper limit on the size of grants to any one 
project should cease. 

6.15 We received evidence that Area Councils could provide useful help to 
large museums at no great cost if they were willing to fund such items as 
research and publications and the cost of sending staff on training courses and 
conferences. Help for purchasing micro-computers for cataloguing and 
indexing is also often refused. It is important that the staff of major museums 
should have access to proper equipment and be able to keep abreast of 
developments and that research should be carried out and results published. 
We recommend that AMCs should consider such applications sympathetically. 

6.16 A number of directors from the larger institutions comrnented 
unfavourably on the great growth of new museums, particularly in the 
independent sector, and on the fact that it was generally easier for these to 
raise money from outside sources than it was for those organisations that were 
already established. The new museums concentrating on industrial, transport 
or social history appear to have done relatively well. The very small 
independent museums that are constantly springing up have created problems, 
for they often have insufficient funds even to “match” Area Council funding, 
and are unable to benefit from other services such as exhibitions because they 
are too small or too specialised. We have already recommended that the 
“Independent” sector should have better representation on AMC Boards, and 
that more attention should be paid to staff training and providing advice for 
them. 

6.17 The armed service institutions constitute a rather special category or 
small independent museums whose problems are not always appreciated. We 
received a letter following a discussion on the topic at one of our open 
meetings. “The remark that summed up the difference between us was that of 
a representative of a large museum who commented that ‘of course a 
Regimental Museum may have a very small income of no more than, say, 
£20,000 a year.’ In fact our Regimental Museum Trust has an income of about 
£2 500 a year, and this has only been achieved by our selling some Regimental 
property in order to provide a capital fund.” Some museums have incomes of 
even less than this. We recommend that AMCs should pay particular attention 
to the needs of the smaller armed service museums, and that it may well be 
appropriate to provide grant aid at levels in excess of 50%. We have already 
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suggested (4.9) that those AMCs that do not provide for such museums to 
represented on their Boards of Management should do so. We also take this 
opportunity to commend those local authorities that have agreed to take such 
institutions under their wing, and to exhort others to follow their example. 

6.18 Another important category of institution, of which some have been 
accepted into membership, are the historic houses. Many of these, which are 
privately owned and run, do not qualify for membership, though the 
Commission has urged Area Councils to make contact with owners and to be 
prepared to give advice on such matters as conservation and security. It would 
be open to AMCs to undertake work on behalf of a historic house that was 
not a member provided they charged the full (unsubsidised) rate and provided 
that this did not prevent the Area Council from giving proper priority to the 
needs of its own members. If a historic house is to become a member of the 
local AMC (an increasing number are doing so) and benefit from the 
subsidised services available, it must obviously make application and be 
qualified for membership as a museum within an accepted definition. 

6.19 This raises the complex issue of what type of institution may qualify for 
membership and receive support. Broadly, membership is open to local 
authorities and other institutions (such as universities) which run museums, 
individual museums, and to a limited number of people on a personal basis. 
Financial aid or services may only be provided to institutions which fall within 
a definition of the word “museum”. There is a definition of this word agreed 
by the International Council of Museums (ICOM), but it is very wide in its 
scope and can include organisations such as zoos and botanical gardens which 
in the UK are not normally considered to be museums. Area Councils have 
varied in their interpretation of the word “museum”, and it was suggested to 
us in evidence that far too many organisations of doubtful value and uncertain 
legal or financial standing had been accepted into membership and were 
drawing scarce funding away from more established and worthwhile ventures. 
Area Councils were described as being “suckers for the glamour of the new.” 
We recommend that all Area Councils should follow the same definition of the 
word “museum”, and that aid should not normally be given to organisations 
unless they fall within this definition. It seems logical that the definition 
should be the same as that used in any Museums Registration Scheme, such 
as that now under consideration, and which includes minimum safeguards 
relating to policy and constitutional matters. We recommend accordingly. 

6.20 We thus draw a distinction between eligibility for membership of 
AMCs, and eligibility to receive funding or subsidised services, which should, 
we consider, be restricted eventually to registered museums. This restriction 
should, however, be subject to two provisos. We would hope that AMCs will 
feel able to offer limited advice, information and guidance more widely, 
perhaps making a modest charge to non-museums in appropriate instances. 
Some AMC directors, who have already been thinking along similar lines, 
have commented that there may be some important new museum schemes that 
will need help at a very early stage in their development, and that it could be 
desirable to be able to offer financial help as well as guidance before the 
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museums concerned can even qualify for registration and thus become eligible 
for funding in the normal way. We have some sympathy with this point, but 
it is difficult to know how many such cases will arise until the precise criteria 
for registration have been formulated. We suggest that it would probably be 
appropriate for AMCs to offer financial help in some circumstances, but that 
the amounts should be limited and restricted to schemes which will enable the 
institution to apply for registration. 

6.21 The Area Councils have close links with other museum bodies including 
the Museums Association. A number of AMC Chairmen and Directors usually 
serve as Professional or Institutional Councillors on the Association at any 
one time. The Association has the right to nominate a representative or 
observer on some Area Councils, although we heard from a number of 
quarters that some of the people tended not to turn up at meetings. The 
Association was instrumental in bringing pressure that led to the establishment 
of Area Councils. The Association’s own regional structure, the Museum 
Federations, on whose boundaries those of the AMCs were based, have been 
somewhat eclipsed by the development of Area Councils. There are still strong 
links with Federation nominees on AMCs, and Federations are often called 
upon for advice. We have suggested that AMCs should regularly consult with 
Federations on matters of concern. Some of the Federations rely very heavily 
upon Area Councils with AMC Directors acting as Federation Chairmen or 
Secretaries and providing other help. Whilst we commend the enthusiasm of 
the individuals concerned, we consider such close links to be undesirable. 

6.22 The network of Countywide Consultative Committees, which was 
originally recommended by the Commission’s Framework Report in 1978, has 
grown fast and been actively encouraged by some AMCs. However, it has been 
discouraged, for example, in the East Midlands, and, as was acknowledged in 
the Commission’s own report on the subject in 1982*, such a network may not 
always be feasible or appropriate. In some parts of the country it may be better 
for two counties to form a joint committee or for the AMC itself to undertake 
the role. The aims and objects of these committees, as restated in 1982 Report 
(s 2.9) bear a striking resemblance to those envisaged for Area Councils when 
they were first set up. Consultative Committees exist to represent museum 
interests and keep the provision of museum facilities under review, and the 
Commission hoped that Area Councils would draw upon their advice and be 
prepared to fund projects emerging from their work. It is probably significant 
that the Area Council that has given most encouragement to Consultative 
Committees is the South East, which, with the GLC area, 15 counties and the 
Channel Islands to service, had the greatest problems with communications. 
But new committees are still being set up in other parts of the country, and 
we urge AMCs to give priority to these developments and to provide funding 
in appropriate instances. We do not consider that it is necessary to recommend 
any more formal type of links between AMCs and Consultative Committees. 



♦ County wide Consultative Committees for Museums HMSO 1982 ISBN 0 11 290407 6 
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Relations with other bodies 

“Because Area Council budgets are so small they do not have 
credibility with other government and local government agencies 
who largely ignore and exclude Area Councils from 
developments. ” 

6.23 A number of other Government and independent agencies also fund 
regional museum organisations. The closest parallel is that of the twelve 
Regional Arts Associations. They, too, have large local authority 
memberships and income and receive substantial central government funding, 
channelled through the Arts Council of Great Britain. The first to be set up, 
in 1956, was in the South West; that for the Midlands Area also split in two 
between the East and West at a later date; and their Chairmen, Directors and 
staff regularly meet together in a Council of Regional Arts Associations. But 
the funding that they receive from the Arts Council is nearly six times that of 
the English AMCs - their combined budgets for the contemporary visual arts 
and crafts alone exceed £1.6m. There are matters on which they overlap with 
AMCs, and it seems likely that they will increasingly be asked to take over the 
funding of present Arts Council clients and to assume a more active role, 
particularly in the GLC and Metropolitan County areas. Some of them 
originate and tour exhibitions and they nearly all fund specific exhibition 
projects in individual museums, arts centres and other places. Some Area 
Councils are in contact with RAAs but there is certainly scope for closer links. 
We recommend that an initial approach be made through the CAMC, to the 
Council of Regional Arts Associations. 

6.24 The Regional Tourist Boards are a far more significant source of 
funding for museums. Concern has been expressed that substantial funding, 
often far in excess of what AMCs can provide, has been directed into museum 
projects that are not well conceived or which duplicate already existing 
provision. While we respect the fact that the Tourist Boards have their own 
criteria and are concerned with stimulating tourism rather than museums per 
se, we consider that they should at least be aware of the feelings of Area 
Councils and to take their advice into account when considering applications. 
As a result of an approach from the Commission, there should now be regular 
contact between the Development Officer of the East Anglia Tourist Board 
and the Director of AMSSEE. Informal contacts have been established with 
AMCs in other parts of the country but we recommend that proper channels 
for consultation should be developed. It is regrettable that the boundaries of 
many of these regional organisations do not coincide, but similar 
arrangements could usefully be made with branches of the Countryside 
Commission, the National Trust, and other bodies. 

6.25 Finally, mention should be made of the funding available for job 
creation through the Manpower Services Commission. This has been a 
^ particularly for the independent museums. The 

MSC has recently issued new guidelines on the types of project that it will 
assist, which appear to be leading to some reduction in the benefits available 
to museums. In order that the best use may be made of what is available we 
recommend that AMCs establish regular links with the Regional Offices of the 
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MSC, and that Area Councils be given the opportunity to comment on 
applications. 

6,26 It seems ironic that the funding now being channelled to museums 
through government agencies such as the MSC and the Tourist Boards should 
so greatly exceed what is available through the official network from the 
Commission, the SED and Welsh Office, to the Area Museum Councils. As 
an example, the Southern Tourist Board has spent nearly £800,000 on 7 major 
museum projects in its region in less than 2 years. The annual grant to the Area 
Museum Council for a region six times this size is £425,000.- Obviously we 
would not wish to discourage these sources, but there is some danger of a 
proliferation of new museums at the expense of those that are already estab- 
lished, and it is essential that those responsible for allocating such funds 
should be aware of, and benefit from the advice of, the Area Councils. 
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CHAPTER 7 



THE AREA COUNCILS INDIVIDUALLY 



'‘We realise that the present diversity of the Area Services is the 
natural result of their differing formations and developments and 
that museum needs differ in different regions”. 

1 A The readers who turn to this page of our report in the hope of sparing 
themselves the preceding chapters will be disappointed. This chapter is 
restricted to a number of fairly brief comments on each Area Council. The 
majority of our recommendations will affect all AMCs to a greater or lesser 
extent, if we had devoted a separate chapter to a detailed investigation of each 
Area Council there would have been a considerable amount of repetition. 
Detailed factual information has been supplied by the Area Councils Directors 
in a format similar to that which was used in Appendix E of the Commission’s 
1978 report “Framework for a System of Museums”, and is reproduced as 
Appendix A to this report. 

Boundaries 

7.2 We described in section 2. 12 — 13 how most Area Councils were originally 
established within the same boundaries as those adopted earlier by the regional 
Museum Federations. The general impression that we received in our 
investigations is that these are satisfactory. Scotland and Wales in particular 
present problems of communication, but it is doubtful whether anything 
would be gained by sub-dividing them. The North is certainly small compared 
with the others, and we considered whether it should be enlarged, as there were 
some suggestions that Cumbria did not fit easily into the North West. 
However, this would have meant a return to the original arrangement in that 
part of the country, and we decided not to recommend any change. Yorkshire 
and Humberside form a compact region with a clear identity, and although the 
physical distance between the Isles of Scilly and Swindon is considerable, the 
South West has long been regarded as a self-contained region with an identity 
of its own. The old Midlands Area was certainly large, and, geographically at 
least, the case for dividing it was logical. The South East has always been 
regarded as presenting a particularly difficult unit, and we consider various 
options later in the appropriate section of this chapter. 

7.3 We were asked to consider the relationships of the Isle of Man and the 
Channel Islands with the North West and the South East Area Councils. These 
islands have their own governments and internal taxation systems and it is a 
pneral rule of HM Treasury that no Exchequer grants should be paid to the 
island authorities. Museum bodies on the islands are nevertheless members of 
the two Area Councils and in return are given general advice and the 
opportunity to buy services such as travelling exhibitions. But they are not 
entitled to receive grant aid for projects or equipment, or to benefit from 
services such as conservation which the Area Councils are able to offer other 
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members at prices that are subsidised by their Government grants. There is 
nothing to prevent museums on the islands from paying Area Councils (or any 
other institution on the mainland) the full cost of undertaking conservation or 
other work that needs doing. Plainly it is unrealistic to expect museums on the 
islands to be self-sufficient in all the specialist skills that museums now 
require. One possible way around the problem would be for the island museum 
authorities to pay a special higher rate of subscription or grant to the Area 
Councils, perhaps calculated on a per capita basis in line with the HM 
Government grant. They would then be able to draw upon the Area Councils 
for subsidies and services, at least as long as no HM Treasury funding was 
involved. The Commission is in contact with the Office of Arts and Libraries, 
and we recommend that some solution be found. 

We now deal with the English Area Councils in the order in which they were 
established, followed by Scotland and Wales. 

The Area Museum Council for the South West (AMCSW) 

"Quite simply, although we could still continue to open the 
museum, without the help of AMCSW we could not develop nor 
improve our displays and services in any significant way. I am sure 
that many other, smaller museums especially, are in a similar 
position of dependence, and are indebted to the Area Museum 
Service for its vital work. ” 

7.4 If the success of an Area Council were to be measured by the response 
of those submitting written evidence to our Working Party there is no doubt 
that the South West would be the clear winner. The quotation reproduced 
above is typical of many that we received, and the general impression gained 
was of a hard working and efficient organisation. It may be significant that 
this, the first Area Council to be established, is still the nearest in spirit to the 
original ideals which we described in our second chapter. But, as its Director 
has admitted, the region does not suffer from some of the difficulties 
experienced in other areas. Although the region is large it does have a unity, 
and the work of the AMC is remarkably free from local political influence. 
An example of this occurred when the then Chairman suddenly found himself 
in the minority party on Plymouth City Council and was allowed to maintain 
his position as the City Council’s representative on the AMC so that he could 
continue as its Chairman. Whilst there are a number of important local 
authority museums in the region, only one of these (Bristol) is large in national 
terms: the large independent museums tend to be long established society 
museums which have been revitalised in recent years. There is a good spirit of 
cooperation between larger and smaller institutions and the AMCSW has been 
able to draw upon this. As an example the Exeter (local authority) Museum 
agreed to supervise the establishment of a new natural history gallery at the 
(independent) Torquay Museum. Although there are no advisory panels of the 
type we have recommended, the Director is able to ask the Federation for 
professional help. 

7.5 The Area Council has developed close links with Bristol Museum and Art 
Gallery for conservation, with Plymouth for travelling exhibitions, and with 
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Wiltshire County Council for conservation and pastoral aid. Conservation has 
always been a priority and, following a detailed survey, it is hoped to expand 
the facilities available within the region and to reorganise the staffing 
arrangements at Bristol. A survey of travelling exhibitions is now taking place. 

7.6 The Area Council has recognised that the small independent museums 
(of which there is a very high proportion in the region) primarily require advice 
and service. It has concentrated its grant aid on improvement schemes in the 
larger museums as described in 6.14. In the three year period ending in 
1983/84, 88% of its funding for grant schemes was directed to 20 of the larger 
institutions, resulting in some significant developments. 

7.7 Even though there is a good spirit of cooperation between museums in 
the region, the fact that so many of them have few or no professionally 
qualified staff does result in considerable demands for advice from the Area 
Council Director. We understand that the possibility of employing a Deputy 
or Assistant is being considered, and we would endorse the desirability of such 
a post. It was also suggested to us that the Council might consider moving its 
headquarters to somewhere more central in the region - perhaps Taunton or 
Exeter - and we understand that this is also under consideration. Although the 
present headquarters at Buckland Abbey have been provided on generous 
terms by Plymouth City Council the space there is very limited, and whilst we 
commend the fact that the Area Council operates on very low overhead costs, 
a move to somewhere more central and with more space would appear to be 
justified. 

The West Midlands Area Museum Service (WMAMS) 

“The key to Area Council operations seems to be for them to be 
flexibly run and sympathetically operated. Too many rules and 
restrictions would defeat this purpose of helping museums. ” 

7.8 Although the Midlands Area Council was the second to be established, 
the formation of a separate Council for the East Midlands in 1981 caused some 
reorganisation in the West Midlands. The region is now characterised by its 
high proportion of independent museums which outnumber the local authority 
members. Some of these independent museums are very large, although there 
are also many small ones including a significant number of regimental 
institutions. WMAMS is run, not by a museum professional, but by an 
administrator, an<^ prides itself on its low administrative costs and simplicity 
of organisation. Its general policy is to use outside agencies to perform 
specialist work and to encourage museums to go direct to the help they require. 
We heard criticism from local authority museums that WMAMS ’s financial 
and management structure was weighted towards the independent museums 
and that there should be more scrutiny of smaller museums before they were 
accepted into membership. Our recommendation on registration (6.19) should 
clarify the procedures. 

7.9 It seems that more use should be made of the advisory panel and that 
there is a strong case for the type of Review Panel we have recommended, 
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particularly to consider the needs of the region as a whole. The present panel 
tends to deal with the specific rather than the general. Although we have 
generally urged AMCs not to interfere in the running of individual museums, 
in the West Midlands there does appear to be a need for a stronger and more 
professionally orientated approach and for more co-ordination. However the 
Area Council has supported and encouraged the development of various 
Collection Research Units. Whilst we welcome the lack of local authority 
interference in the affairs of WMAMS we suspect that there may be a lack of 
confidence or at least a feeling that local authority museums are not receiving 
a proper quota of the financial aid and services that are available. Part of the 
problem may be that the local authority museums tend to be represented by 
elected members whilst the independent museums are represented by museum 
professionals. A restructuring along the lines recommended in this report 
would appear to be desirable. 

The Council for Museums and Art Galleries in the North West (NWMAGS) 

‘^The North Western Museum and Art Gallery Service is regarded 
in this region as a most effective organisation which would suffer 
seriously if it was reduced to the role of an agent only. The MGC 
should endeavour to make it even stronger and more effective by 
providing further resources. ” 

‘‘I can appreciate the fact that the NWMAGS has to try to keep 
its staff in work, but that must not be to the detriment of regional 
museums. ” 

7.10 We heard conflicting opinions on many aspects of the work of Area 
Councils, but only on the subject of the North West was there any real 
controversy. This, the third AMC to be established, presents a sharp contrast 
to the first two. The region is rich in local authority museums and galleries 
with activity at County and District level; Merseyside and Greater Manchester 
contain some of the most important such institutions in the country as well as 
major University and independent institutions. Local authorities took the lead 
in establishing the Area Council and it was the first to appoint a professional 
director. In its early days, it used conservation and other specialists based in 
major museums and galleries, but this proved unworkable, and the decision 
was taken to establish a special centre in Blackburn from which the whole Area 
Council could operate. 

7.11 We have already stated our preference for conservators to be based in 
museums whenever possible where there is curatorial guidance, but as this has 
already been tried in the North West, we do not see what alternative was open 
to NWMAGS. The centre at Griffin Lodge in Blackburn benefits from being 
sufficiently large to be almost self-contained, but there are also disadvantages. 
The main criticisms (and these also apply to its design and display work) are 
that Griffin Lodge is effectively operating as a monopoly since grant aid is not 
normally available to museums wishing to go elsewhere for such work, and 
that backlogs of work are created because NWMAGS can only undertake a 
limited amount at any one time. We have already recommended that all AMCs 
should publish lists of approved contractors, and that museums should be free 
to choose whom they think fit to undertake such work and should not have 
grants withheld if they decide not to use the AMC’s own in-house or agency 
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service. The problem of backlogs can only be overcome if the total funding 
available to Area Councils, as well as the supply of conservators is increased. 
Some doubts have been cast on the quality and standard of conservation work 
undertaken at Griffin Lodge. We take this opportunity to state that the work- 
shops are well equipped and staffed and that the standard of work undertaken 
is good. Whether the material on which work is being done is always of 
sufficient quality to justify the effort and expense is another matter, which we 
discuss in general terms at 3.8. 

7.12 Our recommendations on financial and administrative procedures will 
certainly affect NWMAGS more than most other Area Councils. However, we 
heard far more criticism of its centralised system of undertaking all types of 
work on behalf of members and of what one curator described as “an 
apparent tendency to wish to exert a rather more than healthy influence over 
museum developments”, than we did of its decision to employ its own 
conservators. A number of those submitting critical evidence, including 
several who are actively involved in the work of the Area Council, expressed 
concern that their evidence should remain strictly anonymous. No Area 
Council can be expected to reflect the views of its members unless it knows 
what those views are, and members should be able and ready freely to express 
their views on its work. Area Councils should have the machinery to allow this 
to happen. 

7.13 This Area Council will be particularly affected by the proposed 
abolition of the Metropolitan County Councils. Two of them, Merseyside and 
Greater Manchester, are within the area and have done much for museums. 
Together with the three other counties they pay the subscription on behalf of 
the constituent District Councils, and elected representatives from these two 
Metropolitan Counties have always played a prominent part in the affairs of 
NWMAGS, We have recommended elsewhere that there should be a review of 
subscription income, but the abolition of these two authorities could still 
present serious problems to the Area Council and its members. 

The North of England Museums Service (NEMS) 

A number of fundamental changes in policy have been discussed 
and implemented. These changes have made the Service a more 
efficient one which meets the needs of its members to a greater 
degree than in the past. ” 

7.14 The four counties of Northumberland, Tyne and Wear, Durham, and 
Cleveland form a compact and cohesive unit. But it is the smallest of the 
AMCs in area and in population, and although it contains a range of museums 
of different types, there are only a few large ones and a large number of small 
ones. Until recently NEMS employed its own staff, based mainly in its own 
premises, to carry out conservation, design and display, and exhibition work. 
It gradually became apparent that member museums were unable to generate 
sufficient income to match the Area Council’s own funds, and so there was 
not enough work to keep the staff fully employed. This led to an accumulated 
deficit and a complete reorganisation of the Area Council’s method of 
operation. Two technicians have been transferred to the staff of the Tyne and 
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Wear County Museums Service who will provide an agency service for NEMS. 
Other staff who have left have not been replaced and there has been a general 
move to agency arrangements or private contractors. New less spacious office 
accommodation is being sought and the financial deficit has been eliminated. 
An Assistant Director has been appointed to share the administrative load and 
give professional guidance to museums. 

7.15 As well as reviewing its own operations NEMS is one of the very few 
Area Councils to have undertaken a comprehensive review of its members and 
their needs. Future policy is being based upon the results of this work. 
Professional advice is supplied by the Federation, and links are being 
established with other grant-giving agencies operating in the region. Museum 
curators and directors to whom we spoke were impressed by the changes that 
had taken place, though they realised that it would take time before everything 
was implemented. There was a considerable demand for more information on 
a whole range of topics including fund raising, lists of conservators and 
designers, the availability of exhibitions, and sources of curatorial advice. 
Much of this work, including the production of a regular newsletter, is 
included in the job description of the new Assistant Director. We were 
impressed by what had been achieved in a short space of time. 

Area Museum and Art Gallery Service for Yorkshire and Humberside 
(AMAGSYH) 

“They know what it’s like to be working in a museum”. 

IAS The Yorkshire and Humberside area has the advantages of being 
compact, strong in museums, and having a clear identity. The Area Council 
is respected by its members and is seen as hard working. It has established 
good links with other agencies operating in the region. Good conservation 
facilities have been developed, based in major museums, and it is the only 
Area Council of whose in-house design and display facilities we did not hear 
criticism. Its packing and transport services for museum objects are much 
praised and would seem to be worth copying in other parts of the country. The 
senior staff are well respected and frequently called upon to advise local 
authority and other museum promoters on general management and 
administrative matters. 

7.17 The internal administration and financial practices are very similar to 
those operated in the North West; the “terms and charges to Members” 
document specifically states that all goods or services must be ordered by the 
Area Council on behalf of the member, and that under no circumstances can 
grant aid be applied by means of direct cash payments to a member. We 
believe that this is no longer essential or appropriate and have recommended 
changes in Chapter 5. Our recommendations in Chapter 4 should also ensure 
a better balance of skills and experience on the Board of Management, and 
more representation for the independent and regimental museums who make 
up two thirds of the membership. Until recently there was no form of advisory 
panel and, with few museum professionals on the Board, a considerable 
responsibility rested on the shoulders of the Director. Nor, with everybody 
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working so hard, does there seem to be any opportunity to plan ahead or to 
consider the needs of the region as a whole. 

7.18 Within its limitations of funding and staff time AMAGSYH has done 
well. In addition to those services already mentioned it has paid particular 
attention to training and museum security, both topics which are often 
neglected by other Area Councils. We were told of a desire to do more by 
funding research fellowships linked to specific collections, and to assist with 
the publication and dissemination of the results of such work - something we 
have already recommended (6.15). Another topic mentioned which attracted 
our attention was the need to provide help to museums to market themselves. 
We are confident that if AMAGSYH can streamline its administrative and 
financial systems in line with our recommendations there should be scope for 
it to tackle these and other important new priorities. 

The Area Museum Service for South Eastern England (AMSSEE) 

almost feel like putting on a tie when / telephone AMSSEE’’ 

7.19 AMSSEE is like three Area Councils rolled into one. In terms of area, 
museums and population it is the equivalent of the West Midlands, the North 
of England, and most of the South West, plus the Greater London Area with 
its two cities and 31 other boroughs and 7m population. The National 
institutions are of course separately funded, but their existence in London may 
account for the fact that the London boroughs have generally done very little 
for museums. Indeed, with the exception of Brighton, Hampshire and 
Portsmouth, and the Universities of Oxford and Cambridge, there are few 
really large museums in the region outside London. The Area Council is based 
in Milton Keynes - equidistant from Beaulieu in Hampshire, Great Yarmouth 
in Norfolk and Dover in Kent, but only 8 miles from the East Midlands AMC 
border. 

7.20 We explained in 2.12 how AMSSEE’s boundaries were established and, 
together with museum directors and curators from the region, we have tried 
to formulate alternative arrangements. Many of those submitting written 
evidence suggested that the Area should be split, but none of them produced 
a considered plan of how this might be achieved. The general consensus of 
those we questioned was that AMSSEE works hard to overcome the inevitable 
difficulties, and that there were some economies of scale to be derived fro m 
being so large. In the absence of any satisfactory dividing line, and, faced with 
the alternative of two (or perhaps more) different Area Councils and a 
consequent increase in overheads and a reduction in the amount of money left 
for grants and services, most felt that it was preferable to leave the boundaries 
as they are. We agree, though special steps should be taken to ensure that 
museums do not suffer in consequence. 

7.21 We agree with the suggestion that AMSSEE should move its 
administrative headquarters to London provided that suitable premises can be 
found at a reasonable cost. There was a suggestion that the conservation staff 
it employs presently based at Kenwood House in London and at the 
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Fitzwilliam Museum in Cambridge, should also move into any such 
headquarters. We recommend strongly that such posts should remain in a 
museum and that, if possible, the taxidermy workshop at Milton Keynes 
should also be accommodated within a suitable museum. It will be clear from 
our comments earlier in the report that we have some doubts as to whether it 
is necessary to maintain a separate design and display team, although suitable 
accommodation will obviously be required for those staff engaged on 
travelling exhibitions. 

7.22 AMSSEE has actively encouraged the establishment of Countywide 
Consultative Committees and County Curator Groups; it circulates infor- 
mation and a newsletter, and has appointed additional curatorial staff. The 
comprehensive programme of training courses and seminars has achieved a 
national reputation. Its most acclaimed venture in recent years has been the 
creation of the London Museums Service which, with the cooperation of the 
Museum of London and the GLC, has already done much to improve 
communication between and advisory services for the non-national museums 
in London. We appreciate that an area of this size will inevitably need a more 
elaborate organisation than most others. The Commission suggested, as early 
as 1963, that an Area Council for the South East should be divided into sub- 
areas for practical administration, and we urge AMSSEE to set up similar 
arrangements to the London Museums Service, based on major museums in 
East Anglia and in the Hampshire/ West Sussex area. There are few major 
museums in the South Eastern part of the region and those that do exist could 
be serviced from London. 

7.23 Evidence we received from museum directors and curators working in 
the area suggested that AMSSEE is generally regarded as an efficient and hard 
working organisation. The recent changeover from the system whereby 
AMSSEE placed all orders on behalf of clients had been welcomed and has 
saved Area Council staff a considerable amount of administration. Concern 
was expressed about the lack of representation for independent museums on 
the Executive and F&GP Committees, and there was confusion over the role 
of the Advisory Panels and the amount of responsibility which rested upon the 
Director. We understand that much of this is now being reviewed, and our 
recommendations earlier in this report are also relevant. There were 
complaints about the cost of some conservation work, particularly taxidermy, 
and of backlogs and a shortage of funding. The Design and Display facilities 
were widely criticised on account of their cost, delays that had occurred, and 
the “rigid and centralising” approach that was adopted. We suggest that 
AMSSEE seek the views of its members and review this aspect of its work in 
the light of our own comments in Chapter 3. 

East Midlands Area Museum Service (EMAMS) 

‘We’ve had 21 years of other people’s mistakes from which to 
learn. ” 

7.24 The East Midlands Area Museum Service is certainly different, but 
whether it is successful or an improvement is something that only time will tell. 
It does not conform to our own ideas on how an AMC should be set up and 
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run, though there are interesting similarities. The views of its members vary 
according to their own circumstances. A local authority which employs pro- 
fessional staff and knows where to go to buy specialist services and simply sees 
Area Councils as postmen for a share of the government grant will probably 
be quite satisfied. A less well endowed authority, or an independent museum 
which does not have a seat at the Officers’ Panel meetings where certain local 
authority chief officers consider recommendations, is far less happy at the 
outcome. Many of the museums in the region are run by local authorities and 
3 of the 5 counties have an active role in museum funding, whilst the 
proportion of significant independent or other museums is certainly smaller 
than average. We have detected signs of resentment from those small and 
independent museums, and a desire to see the Area Council providing more 
than friendly visits and a homespun newsletter”. However, good working 
links have been established with other agencies operating in the area. 

7.25 Whilst we commend the decisions to involve museum professionals and 
not to set up a large central administration, we would prefer to see a more 
democratic and representative structure and a secure legal constitution We 
believe that if EMAMS is to provide a sufficient service to all its members it 
will be necessary for it to take on more executive functions. Already the 
temporary appointment of some conservators is being considered and, judging 
from the response at our open meeting, there may be a need for temporary 
curatorial staff and for some input to assist with the physical packing and 
transportation of exhibitions. 



7.26 Opinions on the decision to split the former Midlands Area Council still 
seem divided. Senior figures within EMAMS were disappointed at the eventual 
outcome of the financial division. East Midlands suffered the greatest 
proportionate reduction under the Lucking formula whilst the West Midlands 
received the greatest increase. The main problem though is that the money 
available is simply insufficient to meet all the demands. 

The Council for Museums and Galleries in Scotland (CMOS)* 

• • • after all Scotland already has a national museum council. ” 



7.27 The writer of the passage quoted above admitted that he had his tongue 
m his cheek, but he effectively made the point that the Council for Museums 
and Galleries m Scotland is different from its English counterparts In 
geographmal area it is the largest of the nine AMCs and it is a national 
organisation. It has close links with Scotland’s national museums and galleries 
an with other government agencies including its own sponsoring Department 
of the Scottish Office. It has developed a political and public relations role on 
behalf of museums m Scotland and a strategic oversight of museum develop- 
nients that none of its English counterparts or the CMW can match. That all 
? j been achieved within an annual Government grant level of less than 
two thirds of that received by its counterparts in England under the Lucking 
tormula is a tribute to all those involved within the CMGS. 



M^VumVcZn™ '''' Scottish 



70 



Printed image digitised by the University of Southampton Library Digitisation Unit 



7.28 The CMOS has also been far more successful than other AMCs in 
attracting commercial sponsorship, and has benefited for two years under the 
MSC Community Programme. It is the only Area Council to set and publish 
three year programmes with priorities and specific targets and to assess its 
achievements against those targets - something we have recommended that all 
Area Councils should do as a matter of course. An example of this target 
setting is the drive to recruit 15 new members each year; we heard, however, 
from many of the very small museums concerned that they had neither the 
space, the staff or the money to benefit from the services which were on offer. 
We understand that the CMOS has recently set up a new Advisory Panel for 
Independent Museums. These constitute a considerable portion of the 
membership and deserve special attention. 

7.29 There was a feeling among the small museums, shared by some local 
authority ones, that the CMOS had “become a political animal” and should 
return to its basic role of looking after individual museums and leave the 
political and “spokesman” role to another body. However, it seems to us 
inevitable that the CMOS, which has the added burden of operating on a 
nationwide basis, will have to undertake such a dual role. As a voice and as 
a pressure group in Scotland it has been very successful, and its publications 
and training schemes have attracted much praise. The best and most effective 
way of helping it to perform its original task of providing services for 
museums would be for the SED to provide a substantial increase in its annual 
funding. Such an investment should prove worthwhile. If the South West Area 
Council is the closest in spirit to the original concept of Area Councils, we 
have no hesitation in stating that the CMOS in its practices and in its 
performance is the closest to our own ideal of what an Area Council should 
be in 1984. 



The Council of Museums in Wales (CMW) 

“A stronger Area Council is required to create an awareness of the 
significance of museums and to bring together the various activities 
which are taking place throughout the Principality.” 

‘"The Council is understaffed for the job in hand and there is a lack 
of imagination and flair. ” 

“Services and programmes have improved dramatically in recent 
years, substantially due to the effects of its officers and members 
in securing increased financial support from the Welsh Office.” 

7.30 The Council of Museums in Wales faces considerable problems. Like its 
counterpart in Scotland it was set up and started to receive government grant 
later than the Area Councils in England. Only in the current financial year 
(1984/85) has its grant level become comparable with those of English AMCs, 
so it may be argued that there is still a considerable backlog of work needing 
to be done. Certainly the list of applications, and the evidence we received 
from museums receiving grants of £4,000 in respect of £100,000 projects, 
endorsed this. The geography of Wales, and the fact that (unlike Scotland) 
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there are very few large museums and a lack of institutions and expertise on 
which to build, have made the task of the CMW even greater. 

7.31 In these circumstances it was not surprising that much of the evidence 
we received about the CMW was critical. Complaints about the shortage of 
grants and facilities may be better understood in this context, but there was 
nevertheless a feeling that the CMW itself needed reform if it was to meet the 
challenges. Our recommendations on the need for advisory panels and a more 
democratic constitution should be implemented. At present some museums 
which pay subscriptions are not even members of the Council. The staff work 
very hard, and the establishment of a separate office in North Wales has been 
welcomed, but a thorough review and reorganisation is required. There is a 
need for the Council to speak and act as a national body, for increased 
funding, and for improved communication with members through a 
newsletter. This will inevitably necessitate a strengthening in the Council’s 
senior management. 

7.32 The one major source of professional expertise in the Principality is the 
National Museum of Wales. Somehow the late development of the CMW, and 
the fact that the National Museum has always considered itself to have an 
active role throughout Wales (and ran its own Affiliation scheme before 
anybody ever thought of AMCs) have prevented the development of the sort 
of relationship that the CMOS enjoys with the national institutions in 
Scotland. Indeed the CMW has recently had to move its National History 
Technician from National Museum accommodation and has taken over 
enlarged office accommodation in which its technical and conservation staff 
are now housed. The decision to set up this “mini centre” should be 
reconsidered in the light of our findings in Chapter 3 alongside the more 
general review recommended above. 

7.33 We conclude on a more positive note. The increases in grant, the 
establishment of a separate office in North Wales and the creation of a facility 
for textile conservation are all signs of a turn in the tide. In 3.35 we 
commended the CMW’s initiative in funding curatorial staff to undertake 
feasibility studies for local authorities. It has also been active in encouraging 
the creation of Countywide Consultative Committees, and a number of local 
authorities have recently shown real interest in establishing museum facilities 
where none previously existed. It is essential that the CMW be organised and 
adequately financed to meet these challenges. 
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CHAPTER 8 



CONCLUSIONS AND SUMMARY OF 
RECOMMENDATIONS 



“Area Museum Councils are without doubt the finest thing that 
ever happened to the Museums Profession. Their worth is beyond 
measure; they have done a considerable service in improving 
museums and increasing the number of museums and they should 
be retained and encouraged. It is the way that they are run that is 
perhaps the area in which they need to be improved. ” 

8.1 In the course of this review we have travelled widely, met well over 300 
museum directors and curators, and received written evidence from many 
others. We have heard from few who would take serious issue with the 
statement reproduced above. Our recommendations, which are summarised 
below, are intended to strengthen and improve Area Councils and, thus, to 
strengthen and improve museums. We believe that there is a need for a greater 
degree of standardisation and simplification in their administrative and 
financial practices. There is also a need for closer contact with and feedback 
from museum members, and for clearer statements of policy and priorities and 
a proper assessment of cost effectiveness and performance review. Few of the 
first 67 recommendations set out below need cost the taxpayer any additional 
money. They may even save some. 



8.2 But we have one more final recommendation, and this will cost some 
money. It is not enough that the Area Councils should simply put their houses 
in order along the lines we have suggested. Throughout our review we have 
heard and seen evidence that substantial additional money is also required. 
The applications, or bids, from museum bodies which Area Councils receive 
each year far exceed the funds at their disposal. The financial inducement 
provided by central government funding generates a huge response from 
museum bodies. Indeed the Commission already experiences first hand 
evidence of these demands. Its own capital grants for 1984/85 were oversub- 
scribed twenty five times, whilst the recent and most welcome additional funds 
for conservation which were announced at short notice and late in the year 
nevertheless produced over 400 applications so that the money could have been 
allocated ten times over. Area Councils have to deal with such requests every 

day. 



8.3 The government funding of £2.5m for the 2000 non-national museums 
and galleries is still insignificant in comparison with the figure of £60m which 
is channelled through the Arts Council of Great Britain for the non-national 
organisations in what were once referred to as “the live arts . Increased 
awareness of the importance of museums for tourism, (three of the top tour 
tourist attractions in Scotland are museums), of the opportunities they provide 
for job creation and youth employment, and of the impact a new museum can 
make in a programme of urban renewal, has led to far greater sums of money 
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being channelled directly into museums from other Government agencies. This 
money is most welcome, but it is important that Area Museum Councils have 
the opportunity to give professional guidance and become the recognised 
channel for such investment. 

8.4 More than once it was suggested to us that there should be a further 
tenfold increase in government spending on the Area Councils. We have little 
doubt that if the level of funding could be raised in this way over a five year 
period, the money would be well spent. But we are realistic. In a time of 
economic restraint, such a call would be unreasonable. Our final recommen- 
dation is one that echoes those of the Wright Report in 1973 and the 
Commission’s Framework Report of 1978. We call upon the Government to 
double in real terms the present grant figure of £2. 5m to £5 m over the five year 
period to 1990. The sums of money are not large in Government terms or even 
within the total of the annual Arts and Libraries budgets for England, 
Scotland and Wales, so the increase we request should be attainable. The 
impact upon museums and the benefit to the public would be immense. Our 
final quotation comes from an Area Council director: 

“Above all we realise that the service this AMC offers to museums is minute 
in proportion to the need. Only a massive increase in spending on museums 
at all levels will preserve our heritage for future public enjoyment and 
benefit.” 



Summary of Recommendations 

The report makes a number of specific recommendations, the main ones of 
which are summarised below, but the list is not exhaustive and should be read 
in the context of the foregoing chapters where there are numerous other 
suggestions and comments. 



Chapter 3 - the services provided 

1 AMC Directors and their staff should not attempt, either directly or 
indirectly, to dictate to local museum directors and curators how they 
should run their museums. (3.8) 

2 It is the responsibility of the local curator to determine what conservation 
is required and to ensure that proper contact is maintained with the 
conservator. In small museums, where there may be insufficient curatorial 
expertise, or where particular specialist problems or questions over 
treatment may arise, the AMC will have a duty, working with the curator, 
to ensure that proper curatorial advice is provided. (3.9) 

3 For most fields it is preferable for Area Council conservation work to be 
carried out in a museum environment. Area Councils should not employ 
conservation staff to work in isolation from proper curatorial or 
conservation supervision. (3.10) 

4 Area Councils should carry out a detailed analysis to determine the relative 
costs of employing in-house conservators and using outside agencies, so 
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that the best possible use may be made of the money that is available. 
(3.12) 

5 It should be at the discretion of the curator whether to use the AMC’s in- 
house or museum-based service or an approved private conservator, and 
grants should be available on the same basis for whichever option is 
chosen. (3.13) 

6 Each Area Council should publish a list of approved private conservators 
available for work in its area. (3.13) 

7 Area Councils together should assess the availability of conservation 
facilities nationwide to see how far greater use can be made of what is at 
each other’s disposal. (3.14) 

8 Museums should be able to enjoy AMC support for the use of approved 
designers and display teams of their own choice. (3.17) 

9 The present procedures for using design and display teams should be 
simplified. (3.18) 

10 Each AMC should circulate a list of approved designers and display teams 
working in its area. (3.19) 

11 All design and display services directly run by Area Councils should be 
carefully assessed and, if retained, run on a basis that competes fairly with 
those working in the private sector. (3.20) 

12 The Government should accept the recommendations of the Commission’s 
report on Travelling Exhibitions and provide additional money through the 
Commission and the national institutions. (3.22) 

13 Area Councils should generally concentrate on exhibition tour mangement 
and building upon work already being done by museums and galleries, 
rather than on originating new exhibitions. (3.24) 

14 More attention should be paid to the marketing and promotion of touring 
exhibitions and to assessing their cost and user benefits. (3.25) 

15 Area Councils should issue regular newsletters to their members and other 
interested parties and publish information on a range of subjects. (3.27) 

16 Area Councils should publish each year details of the types of projects that 
are eligible for aid, together with a statement explaining current policies 
and priorities. (3.33) 

17 Discrepancies between Area Councils on the types of project that will be 
considered should be removed as the level of government funding 
improves. (3.33) 

18 The Treasury guidelines, on revision as a Commission document, should 
be modified to give greater scope for flexibility, particularly to allow for 
aid for a limited period towards the cost of establishing new posts in 
museums and training posts. (3.35) 

19 Some peripatetic curator posts should be established as a pilot study. (3.45) 
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20 Policies on charging museums for visits by AMC staff should be 
standardised across the country, but charging should be avoided if at all 
possible. (3.46) 

21 Every member museum should be visited once a year free of charge by a 
senior member of the AMC’s staff. (3.46) 

22 Area Councils should regularly review museum provision in their regions 
and the needs of their museum clients. The reviews should be carried out 
on a properly structured basis and regularly updated, and the results 
should be considered by the AMC and made public. (3.49) 



Chapter 4 - Constitutions, staffing and organisation 

23 The Chairman and Vice Chairman and members of the Board of 
Management should be elected at the Annual General Meeting. (4.6) 

24 There should be provision for secret ballots to be held at AGMs. (4.6) 

25 Local authorities which do not provide a museum in their area either 
directly or through a substantial financial input, should not be entitled to 
nominate more than one member. (4.7) 

26 AMC Articles of Association should allow for a limited number of 
individuals to apply for personal membership in their own right. (4.7) 

27 Membership of the Board of Management should be defined as set out in 
4.9 

28 The Board of Management should appoint the members of any sub- 
committee to which it may delegate any of its powers, and should receive 
the minutes of all such sub-committees and advisory panels. Major 
decisions should be submitted to the Board for ratification. (4.10) 

29 All Area Councils should have a minimum of two advisory panels -a 
Review Panel and a Curatorial Panel. These panels should be constituted 
and operated as set out in 4.13 and 4.14 

30 The appointment of AMC Chairmen should be for an initial fixed term of 
three years and renewable after that for a further two years up to a 
maximum of five years. (4.20) 

31 The appointment of an AMC Chairman should be on a personal basis and 
he/she should cease to occupy his/her seat as a representative of the local 
authority or institution concerned. (4.20) 

32 Nomiriations for the posts of Chairman and Vice Chairman should be 
made in writing, together with information regarding the qualifications of 
candidates, and should be circulated to all members in advance of the 
AGM. (4.20) 

33 Applicants for the post of Director should normally have several years’ 
previous museum experience, including considerable relevant experience of 
administration. (4.25) 
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34 The salary and status of the post of Director should be such that the next 
level of job could be that of Director of a major provincial museum or a 
larger County Museum Service. (4.25) 

35 The job descriptions and salary scale ranges of the nine Director posts and 
their Deputies or Assistants should be re-examined. (4.25) 

36 An appointment to the post of AMC Director should be for a maximum 
of five years in the first instance. (4.26) 

37 The Deputy (or Assistant) Director should be a fully qualified museum 
professional with previous experience in more than one museum. The 
salary level should be at least 75% of that of the Director, and those AMCs 
which do not already have such a post should create one. (4.29) 

38 All AMCs should retain a post of Honorary Treasurer which should be 
occupied by a properly qualified person who should attend and report 
directly to meetings of the Board and have full access to all books and 
records. (4.31) 

39 The Committee of Area Museum Councils should consider Area Council 
salaries with a view to establishing a more uniform system of gradings, and 
a list of all salary scales in operation in each Area Council should be 
submitted to the Commission each year. (4.35) 

40 The East Midlands Area Museum Service should acquire corporate and 
charitable status. (4.2) 

Chapter 5 - Financial matters 

41 Discussions should take place between the Commission, representatives of 
AMCs, and HM Customs and Excise to ensure that VAT rulings are 
applied on a uniform basis and to help resolve any points of difficulty or 
potential dispute. (5.14) 

42 The Government’s financial contributions should be redefined as a 
proportion of expenditure incurred by AMC clients, rather than as a 
proportion of expenditure incurred by AMCs themselves. (5,18) 

43 There should be a clearer distinction between those services which it is 
necessary for the AMCs to perform themselves and other activities which 
are best undertaken by museums directly. (5.19) 

44 AMCs’ trading operations should be separately costed and identified in 
audited accounts. (5.19) 

45 The practice whereby some Area Councils still place orders with outside 
organisations on behalf of members for other goods and services should 
cease. (5.20) 

46 The 50% ruling should be applied more flexibly so that contributions may 
be made at a lower or higher level where it seems justifiable. (5.22) 

47 The audited accounts of AMCs should set out only income or expenditure 
for which AMCs are legally accountable. (5.23) 
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48 Area Councils should publish in their audited accounts a list of all grants 
given together with a note of the combined total cost of the schemes 
involved. (5.23) 

49 Auditors should be asked to report to the Commission each year on 
whether the requirement of HM Treasury that the overall grants total 
should not exceed 50% of the combined cost of schemes aided has been 
satisfied. (5.23) 

50 Area Councils should be allowed to carry forward provision for grants not 
paid in one financial year and, in exceptional instances, to commit funds 
in respect of future years towards the cost of a large scheme. (5.25) 

51 A basic allowance in respect of the salary of the Director, a Deputy or 
Assistant Director and one other member of administrative staff, together 
with a contribution towards related administrative costs, should be met in 
full as a first charge against the Government grant received by each Area 
Council. (5.26) 

52 All Area Councils should present their audited accounts in an agreed 
standard format prescribed by the Commission. (5.27) 

53 Subscription rates should be standardised across the country for different 
types of member authority and based on museum financial turnover rather 
than on populations. Consideration should be given to a restructuring of 
subscription charges to be implemented over a three year period. (5.30) 

54 The “bids” element in the Lucking formula should be updated when 
calculating grant allocations to the Area Councils for 1985/86, and the 
formula should be reviewed during that year to see whether any 
adjustments are desirable for future years. (5.33) 

55 The CMOS and the CMW should send copies of their grant applications 
to the Commission, which should advise the SED and the Welsh Office on 
them. The OAL should inform the SED and the Welsh Office in advance 
of its proposed allocation to the Commission for the English Area 
Councils. (5.34) 

56 The SED should give priority to increasing the CMOS grant to a level 
comparable with those of the English Area Councils. (5.36) 

57 The Commission should assume a more active role in regularly assessing 
the work and effectiveness of Area Councils, including those in Scotland 
and Wales. (5,39) 



Chapter 6 -Area Councils’ relationships with other organisations 

58 The Commission should be entitled to nominate one person to serve as a 
full member of each Area Council and its Board or Executive Committee. 
(6.3) 

59 All Area Councils should be required to send to the Commission copies of 
papers for all General Meetings and those of the Board or Executive 
Committee and the Review Panel. The Secretary of the Commission or a 
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delegated staff member should be entitled to attend such meetings as an 
Assessor. (6.4) 

60 All Area Councils should be required to submit to the Commission each 
year audited accounts and annual reports, detailed applications for 
government aid, and an annual report by the Review Panel on the 
effectiveness of the previous year’s performance and policies and priorities 
for the following year. (6.5) 

61 The Committee of Area Museum Councils should continue to operate on 
a voluntary and informal basis and the Commission should maintain its 
present practise of meeting the Area Councils’ Chairmen and Directors as 
individuals rather than as the CAMC. (6.8) 

62 Grants should always be awarded on merit and on a project basis, and the 
practices of allocating annual block sums to certain institutions and of 
having a fixed upper limit on the size of grants to any one project should 
cease. (6.14) 

63 The particular needs of major museums for documentation, sending staff 
on training courses and conferences, undertaking research, and publishing 
the results, should be considered sympathetically. (6.15) 

64 AMCs should pay particular attention to the needs of the smaller armed 
service museums for which it may well be appropriate to provide grant aid 
at levels in excess of 5097o. (6.17) 

65 All Area Councils should follow the same definition of the word 
“museum” as that to be used in the proposed Museum Registration 
scheme. Aid should not normally be given to organisations unless they fall 
within this definition. (6.19) 

66 There should be closer links with the Regional Arts Associations, the 
Regional Tourist Boards, Regional Offices of the Manpower Services 
Commission and other bodies. Area Museum Councils should be given the 
opportunity to comment upon applications from museums to these 
organisations and their views should be taken into account when grants are 
awarded. (6.23-25) 

Chapter 7- The Area Councils individually 

67 A method should be found to enable museums and galleries on the Isle of 
Man and the Channel Islands to benefit from their membership of 
mainland AMCs. (7.3) 

Chapter 8 - Conclusions 

68 The Government should double in real terms the present grant total of 
£2. 5m to £5m over the five year period to 1990, (8.4) 



79 



Printed image digitised by the University of Southampton Library Digitisation Unit 



APPENDIX A 

Area Museum Council Boundaries 
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Appendix A 



THE COMPOSITION AND ORGANISATION OF 
THE AREA COUNCILS 



AREA MUSEUM COUNCIL FOR THE SOUTH WEST 

Territory: Avon, Cornwall and the Isles of Scilly, Devon, Dorset, Gloucester- 
shire, Somerset, Wiltshire. 

Population: Current estimate. 4,326,410 

Chairman and Vice-Chairman: elected annually from the Council. 

Council: The Council was Incorporated on 1st April, 1982 and membership 

is open to public museums within the territory. In the case of museums not 
governed by a public authority, an appropriate constitution and charitable 
status are normally required as conditions of eligibility for membership. All 
members are invited to the Annual General Meeting at which the Chairman, 
Vice-Chairman and officers of the Company are appointed. More detailed 
government of the Council is discharged by the Board of Management, which 
meets 3 times a year and is composed as follows: one representative of each 
County Council, one representative of each District Council maintaining a 
professionally controlled museum, one representative of each university, 5 
representatives nominated by the South West Federation of Museums and Art 
Galleries, 5 representatives nominated by the Federation from private society 
and trustee museums and 4 co-opted members. 

Committees: Four committees of the Board (a) Executive and staffing, (b) 

conservation, (c) display and exhibitions (d) art restoration meet 3 times a year 
prior to the Board and make recommendations to the Board. The Executive 
and Staffing sub-committee consists of the Chairman, Vice-Chairman and 
Chairmen of the three other committees, a member appointed from the Feder- 
ation representatives and one other appointed by the Board. Membership of 
the other three committees is open to any member of the Board. 

Staff: Executive Director, Administrative and Clerical Officers, (Hon. 

Secretary -City Clerk, Bristol), (Hon. Treasurer - City Treasurer, Bristol), 
(Hon. Conservation Officer for Art), 2 Conservators (paintings). Conservator 
(works on paper), (Hon. Conservation Officer), Conservator/preparator 
(Geology) (3 yr. fixed term appointment). Exhibition Technician. Total paid 
staff equivalent to 8 including 2 administrative staff. 

Agencies Taxidermy agency with private studio. Conservation and ‘pastoral 
aid’ services to museums in Wiltshire with the Wiltshire County Council 
Libraries and Museums Services. Agency with Bristol Museum for 
conservation of museum objects about to be implemented replacing earlier 
direct service. 
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Finance: Government grant 83/84 £282,424 (i.e., 50% of allowable expendi- 
ture) Income derived from charges for services. 

Subscription Rates: There is no capitation fee in this Area but local auth- 
orities are invited to make voluntary contributions. Income from these sources 
amounted to £5,050 in 1983/84. 

Charges: The charge for services is 55% of cost. Conservation and exhibition 
services directly operated by the A.M.C.S.W. are recharged at an annually 
reviewable rate which currently represents a considerably greater subsidy. 

Established: January 1959 

Address: Buckland Abbey, Yelverton, Devon, PL20 6EY. 



WEST MIDLANDS AREA MUSEUM SERVICE 

Territory: Metropolitan County of West Midlands, Counties of Hereford 
and Worcester, Shropshire, Staffordshire and Warwickshire. 

Population: Current Estimate 5,045,600. 

Chairman and Vice Chairman: Elected annually from the Service. 

The Service: The Area Museum Service is a Limited Liability Company 
which meets twice annually. It is composed as follows: two representatives of 
each County Council and District Council operating a museum service, one 
representative of each of the other County Councils and District Councils. 
Three representatives of The Midlands Federation of Museums and Art 
Galleries, one representative from each of the subscribing Private Museums, 
Universities and Regimental Museums, and one representative from the 
Museums Association. 

Board: A Board of Management appointed from the Area Service meets 

about four times annually and is composed as follows: The Chairman and Vice 
Chairman of the Area Service, the three Area Service representatives of the 
Midlands Federation of Museums and Art Galleries, three representatives of 
subscribing County Councils, nine representatives of subscribing District 
Councils, one representative of University Museums, five representatives of 
Private Museums, one representative of Regimental Museums and the rep- 
resentative of the Museums Associations. 

Advisory Panel: A professional advisory panel of prominent museum 
curators meets at least twice a year , Members of this Panel are consulted indi- 
vidually. 

Staff: Director, Deputy Director, Secretary /Administration, Two Display 
Technicians, (Hon. Secretary, provided by The City of Birmingham, Hon. 
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Treasurer provided by Wyre Forest District Council). Total paid staff five 
including three administrative staff. 

Agencies: A number of fixed Agencies are paid by agreement annually cover- 

ing Picture conservation, Prints and Drawings, Archaeological conservation, 
an Archaeological X-ray facility, Textiles and Natural History. Other 
Agencies are used as and when required. The conservation of technological 
material is carried out through a specially formed Private Firm. 

Finance: Government Grant for 1983/84, £174,521, (i.e. 50% of allowable 
expenditure). Income derived from charges for services and from Subscribing 
Authority Museums. 

Subscription Rates: Shire Counties and Metropolitan Districts subscription 

rate is calculated on a per capita basis with members paying £1.30 per thou- 
sand head of population with the maximum being set at £500 below 1 million 
and £750 above 1 million. Non Metropolitan Districts and The West Midlands 
County pay a flat rate subscription of £75 per year. Private Museums subscrip- 
tions are based on visitors numbers with a level of £25 levied on those with 
figures under 50,000 per year and £75 for those over that figure. Regimental 
Museums subscriptions are set at a flat rate of £25 per year. Universities also 
pay a flat rate of £55 per year. 

Charges: The charge for services is reclaimed at 57% of cost. 

Established: April 1961 (as Midlands Area), April 1981 as West Midlands 

Address: Forge Cottage, Avoncroft Museum of Buildings, Stoke Prior, 

Bromsgrove, Worcestershire. 



NORTH WESTERN MUSEUM & ART GALLERY SERVICE 

Territory: Cheshire, Cumbria, Lancashire, Grccitcr Manchester, Merseyside 

and the Isle of Man. 

Population: 6,983,700 

Chairman and Deputy Chairman: elected annually at each Annual General 

Meeting. No person holds office of Chairman or Deputy Chairman of the 
Council for more than four years in succession. 

Council: Composition as follows: two persons nominated by each County 

Council; two persons nominated by each District Council; two persons nomi- 
nated by the North Western Federation of Museums and Art Galleries; one 
person nominated by each Private Museum and Art Gallery; one person nomi- 
nated by the Council of the Museums Association; one person nominated by 
the Manx Museum & National Trust. 
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Board of Management: The Board consists of not less than twenty-seven per- 
sons who are members of Council, composition as follows: two members 
nominated by each County Council; two persons appointed from amongst the 
members nominated by the District Councils in each of the County Council 
areas; the member nominated by the Manx Museum & National Trust; two 
members nominated by the North Western Federation of Museums and Art 
Galleries, the members nominated by the Universities; the member nominated 
by the Council of the Museums Association; two persons appointed by the 
Council at the Annual General Meeting from amongst the members nominated 
by Private Museums and Art Galleries of which one shall be a representative 
of the Regimental Museums and Galleries and one of which shall represent 
other Private Museums and Art Galleries; 4 representatives appointed by the 
Joint Advisory Panel. 

Committees. The Board appoints an Executive Committee of six members 
which reports to the Board and to which various financial, organisational and 
staffing matters are delegated. The Board also appoints a Joint Advisory 
Panel of museum professionals to advise on individual aspects of its functions 
and in particular upon estimates, policy and future development. The Board 
has power to appoint further committees and advisory panels from its own 
members, supplemented if necessary by other individuals. The acts and 
proceedings of any such committee or panel to which any powers are delegated 
must be fully and promptly reported to the Board. 

Staff. (Hon. Secretary, provided by Merseyside County), (Hon. Treasurer, 
provided by Bolton Metropolitan Borough), Director, Deputy Director, 
Administration Officer, Finance Officer (part-time). Director’s Secretary, 
Junior Clerk/Receptionist, Senior Art Conservation Officer, two Art Conser- 
vation Officers, Art Conservation Assistant, Watercolours, Prints & Drawings 
Officer, Senior Archaeology & Antiquities Conservation Officer, Archaeology 
& Antiquities Conservation Officer, Senior Textile Conservation Officer, Tex- 
tile Conservation Officer, Textile Conservation Assistant/Trainee, Natural 
History Officer, Natural History Assistant/Trainee, Senior Exhibitions &. 
Research Officer, Senior Display Officer, Display Officer, Senior Display 
Technician/Assistant Display Officer, Technician, Driver/Technician, Assis- 
tant Driver/Technician, two Technicians (Joiners), Photographer, two house- 
keepers (part-time). Total paid staff: 30. 

Agencies. Conservation work which cannot be done in-house is sent out to 
specialist conservators e.g. clock restoration. 

Finance: Government grant for 1983/84 £386,370. 

Subscription Rates: The five County Councils pay a contribution on behalf 
of the whole County to the Service’s accounts in proportion to their 
population. In addition a levy of £50 is made for District Councils wishing to 
be members of the Service, this sum being deducted from the County figure. 
The rate for Universities is £105 except for Manchester which pays £210 to 
cover three museums. The rate for independent museums is £21. 
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Charges: A 41% grant is given, 9% being retained by the Service for admin- 
istration and is used to off-set and subsidise charges for work done in-house. 
At the present time (1983/84) charges for work carried out at the Service’s 
headquarters are as follows: Conservation work £3.40 per hour; Design ser- 
vices £3.40 per hour; Joinery work £2.80 per hour; Typesetting £2.50 per hour. 

Established: November 1961 

Address: Griffin Lodge, Griffin Park, Cavendish Place, Blackburn, 
Lancashire, BB2 2PN. 

NORTH OF ENGLAND MUSEUMS SERVICE LIMITED 
Territory: Cleveland, Durham, Northumberland, Tyne and Wear 

Population: Current estimate: 2,634,300 

Chairman and Vice Chairman: Elected annually from the Board of 
Directors. 

Council: The Board meets four times a year and is composed as follows: 
Two members from each County Council, two from District Councils with 
museums, one from each District Council without museums, one from each 
district local advisory committee for museums, one from each Development 
Corporation, one from each private museum, the President and Secretary of 
‘Museums North’, and the Chairman of each Advisory panel, appointed by 
Museums North, and approved by the Company, and one representative of the 
Museum Association (the latter without the right to vote). 

Committee: A Finance and General Purposes subcommittee with executive 

powers meets as required to deal with the day to day management, including 
any financial matter of the Company, all personnel matters, and to give 
detailed consideration to matters of policy and to make recommendations 
thereon to the Board. It comprises the Chairman and Vice Chairman of the 
Company together with six other elected members agreed by the Board, the 
President and Secretary of Museums North, and six other representatives of 
Museums North, who are also members of the Board, and who have been 
agreed by the Board. 

Staff: Director (Honorary Secretary provided by Tyne and Wear County 

Council) (Honorary Treasurer provided by Cleveland County Council) Assis- 
tant Director, Archaeological Conservator, Clerical Officer. Total paid staff 
of four, including three administrative staff. 

Agencies: Technical agency with Tyne and Wear Museums Service. 

Finance: Government grant for 1983/4 £182,886 (i.e. 50% of the allowable 
expenditure) income from charges for services and from subscribing auth- 
orities and museums. 
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Subscription Rates: The rate for County Councils is £1.80 per thousand popu- 
lation. For other authorities the following fixed rates apply; District Councils 
with museums or galleries £370, District Councils without museums or 
galleries £160; museums under joint management £370, Universities £370, 
Technical Colleges and similar institutions £160, Country Houses with 
attendance under 10,000 p.a., £50; Country Houses with attendance over 
10,000 p.a., £105. For private museums, three scales apply; £55, giving the 
possibility of unlimited grant in any year, £25, limiting grant to a maximum 
of £2500 p.a., and £10, limiting grant to a maximum of £500 p.a. 

Charges: The charge for services in 58% of cost. 

Established: May 1962. 

Address: 27 Sutton Street, Durham, DHl 4BW. 



AREA MUSEUM AND ART GALLERY SERVICE FOR YORKSHIRE 
AND HUMBERSIDE 

Territory: North, South and West Yorkshire and Humberside. 

Population: Current Estimate: 4,810,500 

Chairman and Deputy Chairman: elected annually by the Area Council. 

Council: The Area Council meets at least once a year and is composed as 

follows: one representative from each subscribing Member and four rep- 
resentatives nominated by the Yorkshire and Humberside Federation of 
Museums and Art Galleries. 

Committee: A board meets not less than quarterly and is composed as 
follows: one representative of each subscribing County Council, six represen- 
tatives from subscribing Metropolitan District Councils, four representatives 
from subscribing County District Councils, one representative from subcrib- 
ing universities and polytechnics, 2 representatives of private museums and 
galleries or country houses and four representatives nominated by the 
Federation. The Chairman and Deputy Chairman of the Area Council are 
among the members of the Board appointed as above. A Joint Advisory 
Panel, consisting of the four Federation representatives and four senior 
museum professionals, has recently been set up. 

Staff: Director, Assistant Director, (Secretary, provided by Leeds MDC), 

(Treasurer provided by Leeds MDC), Senior Designer, Designer, Technical 
Officer, Technician/Craftsman, Technician, General Assistant, 2p/t General 
Assistants, Conservation Officer (Paintings), Senior Conservator (Prints, 
Drawings, Watercolours), Assistant Conservator (Prints, Drawings, 
Watercolours), Senior Assistant Conservator (Paintings), Administrative 
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Assistant, Accounts Clerk, Clerk/Typist, p/t Clerk/Typist, p/t Registry/ 
Library Assistant., Total paid staff equivalent to seventeen including four 
administrative staff. 

Agencies: Technology conservation at Bradford Industrial Museum, archae- 

ological conservation at Doncaster Museum and Art Gallery, decorative arts 
conservation at Leeds City Art Galleries. 

Finance: Government grant for 1983/84 £371,040 (i.e. 50% of allowable 

expenditure). Income from charges for services and from subscribing auth- 
orities and museums. 

Subscription Rates: For Metropolitan District Councils the rate is £4.00 per 

thousand population, for subscribing County Councils the rate is £3.00 per 
thousand and for subscribing County District Councils £1.10 per thousand. 
For Metropolitan County Councils a fixed sum of £1,200 is payable if mem- 
bership is required. For universities the fixed rate is £75. For independent 
museums five categories of membership vary from honorary with no sub- 
scription and lower scale with a subscription of £7.50 to a higher scale with 
subscription of £13.00. Country houses are assessed individually on a scale 
linked to visitor attendance. 

Charges: The charge for services is 57% of cost. 

Established: April 1963 

Address: Farnley Hall, Hall Lane, Leeds, LS12 5HA 



AREA MUSEUMS SERVICE FOR SOUTH EASTERN ENGLAND 

Territory: Bedfordshire, Berkshire, Buckinghamshire, Cambridgeshire, 

Essex, Greater London, Hampshire, Hertfordshire, Isle of Wight, Kent, Nor- 
folk, Oxfordshire, Suffolk, Surrey, East and West Sussex, Channel Islands. 

Population: Current estimate 18,552,322 (including: Greater London 

6,608,600). 

Chairman and Vice-Chairman: These are elected by the Executive Council 

from amongst its members. The Chairman presides over meetings of the Area 
Museums Service Executive Council and the Finance and General Purposes 
Committee. 

Council: An Annual General Meeting is held of the Area Museums Service. 

Attendance at the meeting is as follows: five representatives from each sub- 
scribing County Council, five representatives from the Greater London 
Council, two representatives from each subscribing District Council, one rep- 
resentative from each associate (i.e. non-subscribing) District Council, two 
representatives from each subscribing London Borough Council, two rep- 
resentatives from each of the Channel Island “States”, four representatives 
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from the South Eastern Federation of Museums and Art Galleries, four rep- 
resentatives from the South Midlands Museums Federation and four rep- 
resentatives from the London Federation of Museums and Art Galleries, one 
representative from each University, one representative from each indepen- 
dent museum (including service museums) and one representative of the 
Council of the Museums Association. 

The Executive Council is composed as follows: one representative from each 
subscribing County Council, eight representatives of District Councils whether 
subscribing or not, two representatives from the London Boroughs, one rep- 
resentative of the Greater London Council, one representative of the Channel 
Islands, two representatives of subscribing independent museums, one rep- 
resentative of service museums, four representatives of the South Eastern 
Federation of Museums and Art Galleries, four representatives of the South 
Midlands Museums Federation, four representatives of the London Feder- 
ation of Museums and Art Galleries, two representatives of the Universities, 
one representative of the Museums Association, the Chairperson of each 
Advisory Panel. 

Committee: A Finance and General Purposes Committee is appointed from 
the members of the Executive Council. A majority must be representatives of 
local authority members. Advisory Panels are appointed by the Executive 
Council to report to the Finance and General Purposes Committee. Currently 
the panels are on Archaeology, Armed Services, Art, Display and Publicity, 
Documentation, Education, Ethnography, Exhibitions, Industrial History and 
Technology, Local History and Folk Life, Natural Sciences and Photography. 
Each of these Panels is represented on the General Advisory Panel. 

Staff: Director, Assistant Director, London Museums Officer, Museums 
Advisor, Secretary to Director, Museum Services Asst., Finance Officer, 
Natural History Officer, Natural History Assistant, Display Officer, Display 
Assistant, two Display Craftsmen, Exhibition Technician, Picture 
Conservation Officer (Oils), two Assistant Picture Conservation Officers 
(Oils), Picture Conservation Officer (Prints, Watercolours and Drawings), 
Assistant Picture Conservation Officer (Prints, Watercolours and Drawings), 
Clerical Assistant, Typist, p/t Cleaner, p/t Accountant. Total paid staff 23. 

Agencies: Conservation Agencies with Newham (Passmore Edwards 

Museum), Portsmouth, St. Albans and Brighton (Booth Museum). Less 
formal arrangements with other museum laboratories and studios. 

Finance: Government grant for 1983/84 £378,000 (i.e. 50% of allowable 
expenditure). Income from charges for services and from subscribing auth- 
orities and museums. 

Subscription Rates: For local authorities the full rate is £3.20 per thousand 

head of population (but if the County pays the full subscription the amount 
of District Council’s subscription is deducted). An associate membership 
subscription is available for Districts at £40 with lesser representation at the 
Annual General Meeting. For independent museums with charitable status the 
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subscription ranges from £5 for those with income up to £1,000 to £66 for 
those with income above £20,001. There is an associate private membership 
category for museums without charitable status of £5 up to £20 with no 
entitlement to grant-aid and no voting rights at the Annual General Meeting, 
For Universities the subscription is fixed at £150. 

Charges: The charge for services is 60% of cost. 

Established: May 1963 

Address: 34, Burners Lane, Kiln Farm, Milton Keynes, MKll 3HB 



EAST MIDLANDS AREA MUSEUM SERVICE 

Territory: Derbyshire, Leicestershire, Lincolnshire, Northamptonshire and 

Nottinghamshire. 

Population: 3,800,681 (1981 census). 

Chairman and Vice-Chairman: elected annually from the Council. 

Council: meets four times a year (Annual General Meeting in October). It 

consists of: three representatives of each County Council, two representatives 
of the following subscribing District Councils — Derby City, Northampton 
Borough, Nottingham City, one representative of the other subscribing 
District Councils, one representative of each subscribing University, one 
representative appointed by the private and regimental museums in each 
county, one representative appointed by East Midlands Arts and Lincolnshire 
and Humberside Arts Associations, one representative appointed by the 
Museums Association. Representatives may be accompanied by an 
appropriate officer who is not entitled to vote. 

Staff: Director, Administrative Assistant (Hon. Secretary provided by 

Nottingham City Council, Hon. Treasurer provided by Leicestershire County 
Council). 

Agencies: Professional conservators on the staff of museums in the area are 
able to undertake work requested by members and a half-salary is paid to 
Nottingham City Council for natural history conservation and display at 
reduced rates to members. Three temporary conservation posts have been 
established during 1984/85. 

Finance: Government Grant for 1983/84 £127,756 

Subscription Rates: County Councils £1 . 1 0 per 1 ,000 population (maximum 

£715 p.a. over 1 million population, £440 under 1 million), District Councils 
£55 p.a., Private and regimental £5.50 p.a. up to £25,000 annual turnover; £55 

89 



Printed image digitised by the University of Southampton Library Digitisation Unit 



p.a. over £25,000 annual turnover, Universities £55, Town Councils £25. 
(Total: product 1983/4 approximately £4,000 against total expenditure of 
approximately £240,000). 

Charges: These have remained at the former Midlands figure of 57%. 

Established: April 1981 

Address: Courtyard Buildings, Wollaton Park, Nottingham, NG8 2AE 



THE SCOTTISH MUSEUMS COUNCIL 

(formerly The Council for Museums and Galleries in Scotland) 

Territory: The whole of Scotland 

The Population: Current estimate 5,153,300 

Chairman and Vice Chairmen: The Chairman is elected at the Annual 
General Meeting for a three year term, the Vice Chairmen (one of whom is a 
museum professional) are also elected at the AGM annually and can be re- 
elected for a maximum three year period. 

Council: The Council meets three times a year, representatives of each 

member being entitled to attend. The membership includes national 
institutions, local authorities, universities, independent museums and the 
National Trust for Scotland. Additionally, non-voting representatives of 
certain national organisations (e.g. Scottish Arts Council, Scottish Library 
Association, Scottish Museums Federation, Association of Directors of 
Leisure and Recreation, Scottish Tourist Board etc) are also invited to attend. 

Committee: The Council elects annually members of the eleven-man 
Executive Committee, which represents the range of the Council’s membership 
and includes three representatives from the National Museums and Galleries. 
The Executive Committee meets approximately eight times per year. A small 
Personnel Sub-Committee meets as required. 

Advisory Panels, whose Chairmen are members of the Executive Committee, 
and which report to that committee, normally meet three times per year. At 
present the advisory panels are: Touring Exhibitions Advisory Panel, 
Industrial Museums Advisory Panel, Advisory Panel on Educational Services 
in Museums and Galleries, Independent Museums Advisory Panel and an 
Elected Member’s Panel. 

Two committees have been established to manage the Council’s Collections 
Research Units: The Natural Sciences Collections Research Unit Committee 
and The Industrial Collections Research Unit Committee. 

Staff: Director, Deputy Director, Administrative Officer, Clerical Assistants 

(two). Exhibitions Officer, Design Consultant, Information Officer, 
Driver/Technician, Antiquities Conservator, Natural History Conservator, 
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Paintings Conservator, Senior Textile Conservator, Textile Conservator and 
Project Officer. Total paid staff 15, including three administrative staff. 

The Director of Finance of the City of Edinburgh District Council acts as the 
Council’s Treasurer. 

Agencies: None 

Finance: Government grant for 1983-4: £295,000 Total budget 1983-4: 

£375,440. 

Subscription Rates: The rate for the four city district local authorities is 
£3.60 per 1,000 population, for other district and island museum authorities 
£3.00 per 1,000 population and for non-museum authorities £1.80 per 1,000 
population. Universities pay £250 per annum and independent museums £10 
per annum plus £1.00 per £1,000 gross annual expenditure. 

Charges: The charge for conservation and design services is 50% of the cost, 

and the Council offers grant-aid at a rate of 50% of the gross cost of schemes 
in normal course, but this can be increased to a maximum 75% in individual 
cases in consultation with the Scottish Education Department. 

Established: February 1964 

Address: County House, 20-22, Torphichen Street, Edinburgh, EH3 8JB 



THE COUNCIL OF MUSEUMS IN WALES 
Territory: The whole of Wales 

Population: Current estimate 2,792,000. 

Chairman & Vice-Chairman: Elected annually at the Annual General 

Meeting 

Council: The Council meets two or three times a year. It is composed of one 

member from each subscribing County and District Council; the Director of 
the National Museum of Wales and two other persons nominated by the 
National Museum of Wales; two persons nominated by the Council of the 
National Museum of Wales from the museums affiliated to it; two pro- 
fessional museum curators nominated by the Welsh Federation of Museums 
and Art Galleries and one from a Private Museum nominated by the same 
body; one person nominated by the Welsh Medical Museum; two persons 
nominated by the University of Wales. The Council niay admit other persons 
to membership. Two Welsh Office observers are admitted to meetings of the 
Council (one educational, one administrative); Officers of subscribing Coun- 
cils are permitted to accompany members if the members desire it. Members 
may appoint proxies to attend meetings. 
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Committee: An Executive Committee meets four or five times a year and is 
composed of the Chairman and Vice Chairman of the Council and five other 
members of the Council. The Director of the National Museum of Wales 
attends as of right, the total Executive Committee being eight members. There 
are no expert panels. 

Staff: Director/Secretary; North Wales Officer; Secretary/Personal 
Assistant; Textile Conservation Officers; Natural History Technician; 
Exhibition Technician. Total paid staff six, including three administrative. 
Hon. Treasurer from South Glamorgan Council. 

Agencies: Archaeological conservation agency with the Conservation Lab- 

oratory of the Archaeology Department of University College Cardiff. 

Finance: Government Grant for 1983/84 £150,000 (i.e. 100% of admin- 

istrative costs and 50% of other allowable expenditure). Income derived from 
subscriptions and charges for services from subscribing museum authorities. 

Subscription Rates: County Councils subscribe at the rate of £1 .50 per thou- 

sand population. District Councils £1.25 per thousand population, indepen- 
dent museums with an income under £10,000 p.a. subscribe £7.50 and over 
£10,000 a minimum of £25. Special subscriptions of £200 for the National 
Trust, £150 for the University of Wales and £25 for the National Library have 
been arranged. 

Charges: The charge for services is 55% of cost. 

Established: June 1965 

Address: 32, Park Place, Cardiff, CFl 3BA 
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Appendix B 

ORGANISATIONS AND INDIVIDUALS FROM WHOM 
EVIDENCE HAS BEEN RECEIVED 



Abbot Hall Art Gallery 
Ashburton Museum Trust 
Association of District Councils 
Association of Independent Museums 
Association of Metropolitan Authorities 



♦ 

* 



Bath Postal Museum 
James Bentley, Esq 
Biology Curators Group 
Birmingham Museum and Art Gallery 



Bloxham Village Museum ^ i 

The Regimental Museum of the Border Regiment and The Kings Own Royal 



Border Regiment 
Bournemouth Museums 
Bovington Tank Museum 
Bowes Museum, Barnard Castle 
City of Bristol Museum and Art Gallery 
British Association of Friends of Museums 



Brixham Museum and History Society 
Budleigh Salterton Arts Centre and Museum 



* 



* 



* 



Seiont II Museum, Caernarfon 
Camberley Staff College Museum 
Fitzwilliam Museum, Cambridge 

University College Cardiff, Department of Archaeology 
Carlisle Museum and Art Gallery 



SdmSord^nd Essex Museum incorporating the Essex Regiment Museum 



Clwyd County Council 
Corinium Museum, Gloucester 
Royal Institution of Cornwall 



Dean Heritage Museum Trust 
The North Devon Athenaeum 
Dorset County Museum , . , o • * 

Dorset Natural History and Archaeological Society 

Dunfermline District Council 
Dunwich Reading Room and Museum Charity 
♦ Doncaster Museum and Art Gallery conservation workshops 



Exeter Maritime Museum 
Museum Ethnographers’ Group 
* East Midlands Area Museum Service 
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The Finch Foundry Trust and Sticklepath Museum of Rural Industry 
The Fox Talbot Museum 

Geological Curators’ Group 
Gladstone Pottery Museum 
Gloucester City Museum and Art Gallery 
Graves Art Gallery 
SS Great Britain Project 

Guildford Borough Council - Exhibitions Officer 
Gwynedd County Council 

Hampshire County Museums Service 

Metropolitan Borough of St Helens - Libraries, Museums and Arts 
Department 

Historic Houses Association 

Ilfracombe Museum 
Immingham Museum and Gallery 
* Inverness Museum and Art Gallery 
Borough of Ipswich, Recreation and Amenities Department 



The Order of St John -Museum and Library 
The John Judkyn Memorial 

Keele University Exhibitions 
Kingdom House Community Association 

Royal Borough of Kingston-upon-Thames Museum and Heritage Centre 
E L Kirby, Esq 

Lancashire County Museum Service 
* Leeds City Art Gallery 
Leeson House, Dorset 
Lyme Regis (Philpot) Museum 



Manchester City Art Gallery 

The Mary Rose Trust 

Merseyside County Museums Department 

Museums and Galleries Commission Secretariat 

Midlands Federation of Museums and Art Galleries 

The John Moore Museum 

The Museums Association 

The National Motor Museum 
Central Museum, Northampton 
North Devon Museum Trust 

* North of England Museums Service 

North Western Federation of Museums and Art Galleries 

* North Western Museum and Art Gallery Service 
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Army Museums Ogilby Trust 

* Orkney Islands Council Museums Service 
Ashmolean Museum, Oxford 

Crispin Paine, Esq 

* Penrhyn Castle, Bangor 

* Perth Museum and Art Gallery 

* Redditch, Ford Mill Museum Trust 
Group for Regional Studies in Museums 
The Rossendale Museum 

Royal Signals Institution 

Salisbury and South Wiltshire Museum 

* The Council for Museums and Galleries in Scotland 
The Shakespeare Birthplace Trust 

* Sheffield City Art Galleries conservation studies 
City of Sheffield - Department of Arts 
Shropshire and Herefordshire Regimental Museum 
Society of County Museum Directors 
Somerset Military Museum Trust 

South Eastern Federation of Museums and Art Galleries 

* Area Museums Service for South Eastern England 

* Area Museum Council for the South West 
The Staffordshire Regiment Museum 

* Stirling Smith Art Gallery and Museum 

* Stromness Natural History Society Museum 

* Pier Arts Centre, Stromness 

* Stoke on Trent City Museum and Art Gallery 

Tiverton Museum 

Torfaen Museum Trust 

Torridge District Council 

Torrington Museum and District Society 

Tyne and Wear County Council Museums 

United Kingdom Institute for Conservation 

* The Council of Museums in Wales 
The Hon Robin and Mrs Walpole 
Wareham Town Council 
Warwickshire Museum 

Welsh Federation of Museums and Galleries 

* West Midlands Area Museum Service 
Willis Library and Museum Services 
Wiltshire Buildings Record 
Wiltshire County Museum 
Wiltshire Library and Museum Service 

The Worcestershire and Sherwood Foresters Regiment 
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Yorkshire Museum 

* Museum and Art Gallery Service for Yorkshire and Humberside 

Places visited by members of the Working Party during the course of this 
Review are indicated with an asterisk. In addition to those listed above, a series 
of 14 meetings were held in different parts of the country to discuss the work 
of Area Councils, and these were attended by a total of 315 museum directors 
and curators. 
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Appendix C 

SCHEMES AND SERVICES ELIGIBLE FOR GRANT AID 



(Annex A to Appendix D of the Tenth Report of the Standing Commission 
on Museums and Galleries, 1978). 

1. Preparation of publications sponsored by Area Museum Services. 

2. Conservation Schemes and Services (including restoration and repair and 
the equipping and staffing of related laboratories and workshops) covering; 

a. easel paintings 

b. paper including prints, watercolours and drawings and archives relating 
to artefacts lodged in a museum or gallery 

c. decorative arts including furniture finishes, decorative paintings, 
gilding, laquer, metal work and frames 

d. ceramics 

e. architectural decoration including frescoes, murals, stained and painted 
glass lodged as bona fide artefacts in a museum 

f. natural history including preservation and modelling of birds, animals 
and plants 

g. geology 

h. archaeology 

j . ethnology 

k. textiles 

l. science and technology. 

3. Professional advice generally including surveys of existing museums and 
galleries, advice on the creation of new and the reorganisation of existing 
museums, advice on display, storage and environmental control, procure- 
ment, conservation and restoration. 

4. Photography and the provision of photographic equipment. 

5. Short term storage (note 1). 

6. Display schemes and exhibitions including refurbishing permanent and 
temporary accommodation, procurement and installation of display cases, 
environmental control equipment related to display and storage 
control humidity, temperature and lighting) sound equipment and other 
specialised gallery display equipment. Related essential printing and 
publicity material (note 2). Security systems. 
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7. Advice and assistance to local education and other schools authorities as 
regards the role of the museums and galleries in education generally (note 3) 

8. Documentation in museums and galleries including cataloguing and record- 
ing, information storage and retrieval systems. 

9. Training of museum curatorial, technical and warding staff. 

Note 1. Expenditure on the provision of new buildings or on major structural 
alterations for storage or any other purpose is not eligible for grant aid but 
rental of accommodation to provide storage as a temporary measure and the 
refurbishing of permanent storage accommodation including installation of 
services and environmental control features and equipment are admissible. 

Note 2. The provision of air conditioning is eligible for grant aid as part of 
environmental control equipment whether this is required for display or 
laboratory and workshop facilities. 

Note 3. The provision of facilities intended exclusively for the use of schools 
in connection with museums and galleries contribution to education should be 
funded by local education and other schools authorities. 

Note 4. The costs attributable to staff, transport and administration generally 
(including share of overheads) generated by eligible schemes and services are 
eligible for grant and should be included in the cost of each scheme. 
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Appendix D 

GRANTS TO AREA MUSEUM COUNCILS 



Exchequer Grants to Area Museum Councils 1963-1981 





England 


Scotland 


Wales 


Total 




£ 


£ 


£ 


£ 


*1963/64 


10,000 


— 


— 


10,000 


*1964/65 


16,000 


— 


— 


16,000 


1965/66 


14,000 


2,000 


— 


16,000 


1966/67 


21,700 


2,300 


1,300 


25,300 


1967/68 


37,750 


3,000 


1,200 


41,950 


1968/69 


50,500 


4,000 


1,100 


55,600 


1969/70 


52,000 


3,000 


1,250 


56,250 


1970/71 


63,000 


3,500 


1,500 


68,000 


1971/72 


72,395 


3,500 


4,000 


79,895 


1972/73 


89,950 


6,500 


4,200 


100,650 


1973/74 


120,000 


4,460 


7,500 


131,960 


1974/75 


370,500 


7,865 


9,000 


387,365 


1975/76 


596,223 


24,000 


20,000 


640,223 


1976/77 


770,000 


60,000 


30,000 


860,000 


1977/78 


900,000 


100,000 


31,831 


1,031,831 


1978/79 


1,150,000 


125,000 


50,000 


1,325,000 


1979/80 


1,266,000 


145,000 


53,000 


1,464,000 


1980/81 


1,500,000 


165,000 


77,000 


1,742,000 



♦these provisions were not fully taken up 



Exchequer Grants to Area Museum Councils 1981/82-1984/85 





1981/82 




£ 


South West 


244,805 


West Midlands 


147,232 


North West 


303,118 


North 


162,450 


Yorkshire & Humberside 


330,470 


South East 


336,855 


East Midlands 


106,616 


t TOTAL ENGLAND 


1,631,546 


* Scotland 


197,000 


Wales 


126,533 


TOTAL 


1,955,079 



1982/83 


1983/84 


1984/85 


£ 


£ 


£ 


269,513 


282,424 


292,569 


162,079 


178,216 


204,825 


333,685 


354,047 


378,129 


178,831 


186,744 


191,063 


363,798 


379,105 


388,008 


370,827 


394,745 


425,078 


117,367 


122,719 


125,328 


1,796,100 


1,898,000 


2,005,000 


296,000 


295,000 


276,000 


145,742 


150,000 


205,355 


2,237,842 


2,343,000 


2,486,355 



+The figures for English Area Councils exclude Capital Grants and adjustrnents made by the 
Office of Arts and Libraries after the end of each financial year. The 1984/85 figures include 
a special allowance of £69,000 for conservation. 

* The figures for Scotland include supplementary grants of £50,000 and £40,000 m 1982/83 and 
in 1983/84. 
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Appendix E 

THE “IDEAL” AREA MUSEUM COUNCIL 



Chapter 4 outlined a Committee and Panel structure for Area Councils. This 
is illustrated below in diagramatic form. 




Section 4.9 of the Report makes recommendation relating to the composition 
of Boards of Management. Examples of how these would reflect the member- 
ship of typical and larger AMCs, with 60 and 150 members respectively, are 

set out below:— 



MEMBERSHIP 

19(30) Local authorities running 
museums 

5(11) LAs not running museums 
5(12) Armed Service museums 
3 (5) Universities 
5(10) Larger independent museums 
20(72) Smaller independent museums 
3(10) Other members 



BOARD OF MANAGEMENT 

10(13) Local authority seats 

1 (1) Armed Service museum seat 

2 (2) University seats 

3 (5) ‘Independents’ seats 

4 (4) Federation nominees 
2 (2) Individual members 
1 (1) MGC nominee 

1 (1) Chairman 
1 (1) Vice Chairman 



60(150) TOTAL(S) 



25(30) TOTAL(S) 



Panel Chairmen would be appointed from within the Board and would thus 
automatically attend its meetings. 
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